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ABSTRACT 
The human resource department in many organisations is at a crossroad of relevance, 
constantly being faced with the challenge to prove that it can add value towards the objectives 
of the business. The Human Resource (HR) department is also faced with a reality that, if the 
department does not add value to the organisation, it will be farmed out to independent 
contractors, who can deliver the HR functions at a more efficient and cost effective way. 
However, organisations have a great opportunity to achieve excellence and competitive 
advantage through the utilisation of the organisation‟s human resources. Many scholars and 
authors argued that organisations can achieve the most out of its human resources if the HR 
department is a Strategic Business Partner (SBP) in these organisations.  
A thorough literature review has led to the discovery that, despite the appraisal of the Strategic 
Business Partners (SBP) approach to the management of human resources, little progress has 
been made with the reinvention of the HR departments from support function towards being a 
SBP (Lawler & Morhman, 2003; Keith, 2007). The slow progress in the transformation of the HR 
department was attributed to a wide range of factors including the lack of competencies to take 
up Strategic Business Partnership roles, lack of management support, and incongruent 
organisational cultures (Keith, 2007; Sanders & Frenkel, 2009; Ulrich & Brockbank, 2005). 
Semi-structured interviews were conducted with HR professionals, Managing Directors and 
other Directors, who sit on a strategic table, to identify the challenges and opportunities the HR 
department faced as a SBP in organisations. A self-administered questionnaire, based on an 
existing questionnaire (Ulrich & Cornell (1997) HR role assessment survey) was used to gather 
the perception of employees regarding the roles the HR departments play in organisations. 
In this study organisational culture was identified as having a huge impact towards the 
implementation of HR departments as SBPs. The study also identified the competencies 
needed for the effective execution of SBP roles, the challenges HR departments may face in the 
process as well as the important roles the HR department should be devoting most of its time 
and resources to.  
Key words: Strategic Business Partner (SBP), Human resource (HR), HR competencies 
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                                                          CHAPTER 1: 
INTRODUCTION, PROBLEM STATEMENT AND OUTLINE OFTHE RESEARCH 
PROJECT 
1.1 Introduction 
Historically, Human Resource (HR) departments operate as an isolated and a 
disconnected function in organisations. These HR departments were an absolute 
support function to line management; recruiting and selecting employees for them, 
processing employee benefits and rewards, resolving workplace grievances and 
conflicts, and processing employees when leaving the organisation. The human 
resource discipline has been changing in an attempt to become a source and key driver 
of organisational competitiveness through the management of human capital. The HR 
department could either have a value adding function through its practices, plans and 
roles or it could have a docile function which would later be outsourced because its HR 
practices could be executed better by an external agent. The HR strategic business 
partnership was advanced as a value adding approach organisations could use to get 
the best out of their HR departments and professionals (Rothwell, 2012; Greer, 
Youngblood & Gray, 1999). 
Organisations in the 21stCentury are confronted with a wide array of challenges, which 
threatens both the organisations profitability and their future existence. The 
organisations are examining the whole network of value creation in the organisation. On 
the one hand, the shareholders and the executives of organisations are concerned with 
a value for each function (finance, marketing, HR and production) being added in the 
transformation of concepts into real products, from product purchase or ordering to 
delivery and from raw materials to finished products. On the other hand executives of 
organisations are outsourcing or eliminating processes, positions and activities which 
were not adding value to the organisation. This is done to make sure that the processes 
and activities which are creating value in an organisation gets all the attention, and 
should be conducted in a smoothly continuous process without stoppages (Womack & 
Jones, 1996). 
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The most important resource in every organisation is its human capital, and the HR 
department plays a key role in helping the organisation and its employees reach their 
goals (Lochbihler, 2006). However, there are challenges confronting the HR 
departments, as a result some HR departments are failing to add value, and by 
becoming docile they are outsourced. The contribution the HR department could add is 
dependent on the position it occupies in the business, and this according to Ulrich 
(1997) can be either an afterthought, integrated or isolated. The integrated approach to 
HR was propounded as the best approach for HR to add value in organisations and this 
approach concentrated on the combination of HR functions and the business as 
partners.  
The HR department as a business partner would be responsible for aligning HR 
functions, plans and strategies with the main business strategy (Ulrich, 1997). In doing 
this, the HR department would not be working as an independent isolated entity which 
did its part in a bureaucratic structure, passing the job to the next department without 
knowledge of what would happen next. According to Ulrich (1997), HR as a business 
partner has four important responsibilities in an organisation and these are: strategic 
partner, administrative expert, employee champion and change agent. In Southern 
Africa some organisations have followed the business partnership approach and some 
have not, whilst some have included the term business partner in their function without 
changing the way they were used to conduct their HR business. Some organisations 
were having problems in transforming their HR function towards business partnership 
and some were still stuck with the traditional HR management functions. 
This project therefore intended to uncover the influence of organisational culture 
towards the implementation and execution of the HR function as a Business Partner. It 
would show the challenges HR faced to reinvent its structures and organisations in 
delivering business partnership behaviour, the blessings of having HR as a business 
partner and the reasons behind some organisations still considering HR as a support 
service when most of the traditional functions could be executed using software and e-
HR systems. 
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1.2 Theoretical Framework 
The HR business partner model is an approach to HR which posited that HR 
professionals or the HR department in an organisation should play a role in adding 
value to the mission and objectives of that organisation (Ulrich, 1997; Ulrich & 
Brockbank, 2009; Keith, 2007). The value addition could be done by HR professionals if 
they were involved and participated in organisations as SBPs (Ulrich, 1997; Keith, 
2007). The HR business model was propounded formally by Ulrich (1997), as the way 
forward for the HR management function. According to Ulrich and Brockbank (2009) the 
main intention of the business partner model is to assist HR departments to integrate 
into the main business and align their operations with the outcomes of the organisation.  
The HR professionals can play the role of business partner by executing the following 
duties: change agent, strategic partner, administrative expert, employee champion, 
corporate HR professional, embedded HR working as a generalist with line managers, 
HR specialist working with line managers to provide technical expertise, and finally 
performing HR services including e-HR systems (Cooperate Leadership Council (CLC), 
2008; Ulrich, 1997). In executing all of these roles HR should be paying attention to the 
creation of value for customers, the shareholders and the community. Value for 
customers can be added by ensuring that the services the organisation produced, 
satisfied their needs and this could be achieved should HR involve customers in the 
decision making concerning products that are to be produced (Ulrich & Brockbank, 
2009). 
1.3 Problem statement 
The traditional HR function added value in organisations by designing HR systems 
which generated organisationally correct behaviours, recruiting, training and 
development, compensating employees, and by facilitating career development of 
employees (Wright, 2008; Becker, Huselid, Pickus & Spratt, 1997). Becker et al (1997, 
p. 39) revealed that the “HRM function is in crisis, increasingly under pressure to justify 
itself and at the same time the function is faced with a prospect that most of its 
traditional responsibilities will be outsourced”. The crisis and the pressure which Becker, 
Huselid, Pickus and Spratt identified in 1997, confronting the HR departments, have 
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intensified in the 21stCentury. Despite the crisis and challenges facing the HR 
departments in organisations, there is an opportunity for both organisations and the HR 
departments to refocus their HR functions and systems as strategic assets (Becker et 
al., 1997; Ulrich, 1997).  
The HR business partnership was promulgated as a value adding approach to the 
management of the organisation‟s human capital (Ulrich, 1997; Lawler & Morhman, 
2003; Keith, 2007). The unstable nature of the business environments and the increase 
demands on human capital to be innovative and competitive, elevated SBP as a highly 
valuable possible solution in organisations (Rothwell, 2012). Despite the placement of 
the HR business partnership as the beneficial route for the HR function, some of the HR 
departments and organisations are still not getting it right, while some organisations are 
at a crossroad as they do not know what to do with their HR functions (Ulrich, Younger 
& Brockbank, 2008; Becker et al., 1997). According to Rothwell (2012) most 
organisations are not familiar with the combination of skills and knowledge needed for a 
SBP. Some organisations do not know the environment or the organisational culture 
needed for the partnership to be effective, and some organisations and HR departments 
do not know the challenges which they should expect in the execution and 
implementation of strategic business partnership. 
This study seeks to answer the following questions: 
What are the challenges and opportunities the HR department has as a strategic 
business partner in organisations? 
1.3.1 Sub-problems 
A thorough and critical analysis of the main research questions resulted in the discovery 
of the sub-problems below: 
Sub-problem 1 
What are the challenges and opportunities of having the HR department as a strategic 
business partner in organisations? 
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Sub-problem 2 
What are the challenges faced by the HR department  to reinvent its structures and 
organisations in delivering business partnership behaviour? 
Sub problem 3 
What is the influence of organisational culture towards the implementation and 
execution of the HR function as a Business Partner?   
Sub problem 4 
What roles should the HR departments play in delivering business results in 
organisations?  
Sub problem 5 
What are the competencies HR professionals should possess for the effective execution 
of business partnership roles in organisations? 
1.4 Demarcation of the study 
The demarcation of the study is done to make it possible to execute the study by 
narrowing it down to certain areas and populations. This study was conducted in South 
Africa. Due to time limitations, as well as financial and human resource constrains, this 
study was restricted to the Nelson Mandela Metropolitan Bay Area, Port Elizabeth. The 
selection of this area did not mean that the study could not be done in other areas but 
the decision was solely based on the issue of accessibility of organisations to the 
researcher as well as time and financial constraints.  
1.4.1 Demarcation of participants 
The questionnaires for this study were completed by the employees, from a 
manufacturing company employing 345 people in the Nelson Mandela Metropolitan 
Area, who are not working in the HR function, because the study needed to ascertain 
how other employees not involved in HR, viewed the contribution of the HR department 
in an organisation. The interviews for this study were conducted using the HR 
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professionals and senior executives of Eveready Pty. Ltd. The interviews were only 
conducted with the HR professionals and senior executives of the organisation because 
they were the ones who could give answers and reasons concerning the strategic 
position of the HR department in the organisation. 
1.5 Definition of selected terms 
1.5.1 Human Resource 
The people who work in an organisation are called its human resource. The term 
Human Resource Management had been defined by so many authors as a result there 
cannot be one definition. Keenoy (1990, p. 3) defined HR management as a “method of 
maximising economic return from resources by integrating Human Resource 
management into the business strategy”. 
Watson (2003, p. 1) defined HR management as “the element of managerial work which 
is concerned with acquiring, developing and dispensing with the efforts, skills and 
capabilities of an organisation’s workforce and maintaining organisational relationships 
within which these human resources can be utilised to enable the organisation to 
continue into the future within the social, political and economic context in which it 
exists”. 
Mathis and Jackson (2007) defined HR management as being concerned with the 
designing of management systems to ensure that human talent is used effectively and 
efficiently to accomplish organisational goals. 
The HR department houses clerks, professionals and managers of HR in an 
organisation. According to Grobler, Warnich, Carrell, Elbert and Hatfield (2005) the 
clerical staff included the typists, receptionists and lower level administration assistants 
for the HR function. The professionals included the incumbents of the Labour Relations 
office, recruitment and selection, training and development, compensations and payroll, 
as well as counseling. The managers could be drawn from every function of HR and be 
responsible for the overall function of the personnel department. 
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The human resources function is not mutually exclusive to the HR department; however 
it is shared by other functional managers. Large volumes of HR functions rest with line 
management because they are the ones directly in contact with the employees, and 
they are the ones who usually try and address employee concerns. The HR 
professionals therefore provided intellectual and administrative support to the Line 
Managers in HR issues (Grobler et al., 2005). 
1.5.2 Strategic business partner 
According to Ghanawi (2011, p. 6) “a business partner is someone who works alongside 
senior management providing the link between business and organisational strategies, 
providing support and challenge to the senior team and developing credible initiatives in 
a setting of on-going cost reduction”. Kenton and Yarnall (2010, p. 2) defined a business 
partner as “someone who maintains a strong connection with employees and the 
operational side of the business, while focusing on strategic goals and influencing 
through others”. Ulrich (1997) furthered the notion of a business partnership by defining 
the roles and functions which a SBP should be executing and these are: strategic 
partner, change agent, administrative expert and employee champion. 
Armstrong (2011) revealed that the notion of a strategic partnership was introduced by 
Dyer and Holder (1988), although most writers have assumed that Ulrich was the first 
proponent. It was Dyer and Holder (1988) who argued that the strategic role of HR had 
four facets namely: firstly, HR Executives should be fully part of the SBPs and at equal 
footing with other executives such as the Chief Financial Officers. Secondly, HR 
Executives should work with line counterparts when they prepare their HR strategies. 
Thirdly, HR Executives should work together with line management in order to make 
sure, continuously, that all the parts of the business strategies were executed, and 
fourthly, the HR department itself should be managed strategically (Armstrong, 2011). 
Ulrich and Lake (1990) proposed that in delivering the business partnership, HR should 
spend time with customers and clients, to enable them to respond to their needs. HR 
should also participate in the business planning meeting and give informed suggestions 
on strategies, technological and financial capabilities and above all, HR should 
understand business conditions and demonstrate competencies in business knowledge, 
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particularly customer relations, delivery of world class management practices and the 
management of change. However, Armstrong (2011) postulated that business partners 
were there to help line managers achieve their goals through the use of HR. As a result 
of that, the position of a business partner can be embedded within the line function or 
the business unit and not necessarily in the HR department (Rothwell, 2012). 
1.5.3 Organisational culture 
Robbins, Judge, Odendaal and Roodt (2009, p. 424) defined organisational culture as 
“a system of shared meaning held by members, distinguishing the organisation from 
other organisations”. The organisational culture therefore determines the values of the 
organisation and he went on to suggest seven primary characteristics which captures 
the notion of organisational culture. 
 Innovation and risk taking characteristics of an organisation spells the degree to 
which the organisation allowed employees to be innovative and trying new 
things, allowing risks to be taken in an attempt to find best practices. 
 Attention to detail characteristic; reveals the organisation‟s standing in terms of 
the employee‟s requirement to pay attention to details when executing their tasks 
and jobs. 
 Outcome orientation characteristics of an organisation define the organisation as 
either concerned with the outcome or without any concern about the means to 
the outcome. 
 People orientation characteristic; looks at the way the organisation looks at the 
welfare and wellbeing of the employees as organisational outcomes. 
 Team orientation characteristic; focuses on the execution of work in teams 
compared to the use of individual employees in an organisation.  
 Aggressiveness characteristic; defines the extent to which people and the 
organisation can be aggressive towards each other in the employment 
relationship. 
 Stability characteristic; defines the extent to which an organisation seeks to 
change or maintain the status quo in relation to the execution business strategies 
to attain its objectives. 
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The position of organisations on the above characteristics would have a greater bearing 
on the execution and implementation of the HR business partnership, since it defines 
the shared understanding members would have in an organisation, how things are 
done, and the way members are expected to behave (Robbins et al., 2009).  
1.6 Reasons for and importance of the study 
This study took place during the period when organisations went through enormous 
changes due to advances in technology and other globalisation factors. The HR 
department is at a cross road of relevance, challenged to prove that they can add value 
to the organisation or else their functions would be outsourced. The strategic 
partnership approach was suggested by Ulrich (1997) as the solution to the uncertain 
future of the role of the HR department in an organisation. This study will help the 
organisation and HR professionals, who are willing to take the option of having the HR 
department as a SBP to make informed decisions concerning the HR department as a 
SBP in these organisations. This study will also help organisations to prepare for the 
challenges and opportunities involved with the SBP approach to the management of 
human capital in organisations.  
1.7 Objectives of the study 
The study intended to explore the existence of the HR department as a strategic partner 
in an organization, by seeking answers to the following: 
 The challenges and opportunities of having HR as a business partner in 
organisations.  
 The challenges HR departments faced to reinvent its structures and 
organisations in delivering business partnership behaviour. 
 The influence of organisational culture towards the implementation and execution 
of the HR function as a Business Partner. 
 The competencies HR professionals should have for the effective execution of 
business partnership roles in organisations. 
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 The important value adding roles the HR departments should be playing in 
organisations.  
1.8 Research Design 
Research design refers to the steps that researchers followed from the start to the 
completion of their study. The research design would include the selection of 
respondents, data collection and data analysis, Blanche, Durrheim and Painter (2006). 
For this research both qualitative and quantitative methods were used. A qualitative 
approach was used on the HR professionals by way of interviews in an attempt to 
gather the information that was needed. This information consists firstly of 
organisational culture having a bearing on the approach which HR can adopt; secondly 
the challenges which HR professionals run into in an attempt to reinvent its structures 
and organisations in delivering business partnership behaviour, and lastly the 
examination of the benefits and detriment which companies run into by having HR as a 
strategic partner. A quantitative method was used for other employees of the 
organisation, who were not employed in the HR department, by way of a questionnaire 
in order to gather their views towards the HR department as a SBP. 
This research was conducted by using Eveready Pty Ltd, Port Elizabeth as a case 
study. Respondents were drawn using purposive sampling from the organisation. 
1.9 Outline of the research paper 
The research paper includes the following chapters: 
Chapter 1 Introduction, problem statement, definition of key terms and the outline of 
the study                              
Chapter 2 The human resource department as a strategic business partner in 
organisations 
Chapter 3 Research design 
Chapter 4  Analysis, interpretation and discussion of research results 
Chapter 5:  Summary, conclusions and recommendations 
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1.10 Conclusion 
This chapter introduced the topic and shed some light around the concepts which this 
research would be dealing with. The chapter also identified the research problem, 
objectives of the study, reasons for the study and the theoretical framework this study 
has taken from. The chapter concluded by giving an outline of how the research report 
would be presented. The following chapter will explore the HR department as a SBP in 
organisations as observed by other scholars, academics and practitioners through their 
research and practical experiences. 
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                                                        CHAPTER 2: 
HUMAN RESOURCE DEPARTMENT AS A STRATEGIC BUSINESS PARTNER IN    
ORGANISATIONS 
 
2.1 Introduction 
This chapter sought to present a literature review of the research findings and other 
scholarly views with regard to the HR department as a SBP within organisations. This 
chapter was written on the postulation that, the strategic business partnership model to 
the management of HR, is the greatest value adding approach which HR departments 
should utilise in organisations. This position was adopted after a wide array of debates 
around the future of HR which was viewed as blinkered by other authors and scholars 
such as Keith (2007) in his prominent article “Why we hate HR”, for the reason that 
most of the HR functions were being executed either using HR software or by being 
outsourced to independent contractors who could do the job more efficiently and at a 
more cost effective way than the in-house HR departments. There are also a number of 
authors who support the idea that if HR continues with its administrative function roles, 
the profession would be heading for demise, (Ulrich, 1997; Keith, 2007; Armstrong, 
2012; Greer, Youngblood & Gray, 1999; Rothwell, 2012). In an endeavour to find ways 
in which the HR departments could add value and help in the delivery of business 
results, the SBP model to HR was propounded by Ulrich (1997) and earlier Dyer and 
Holder (1998) proposed the same approach as the way for HR to go.  
The strategic business partnership approach to the management of HR was revealed as 
a value adding approach towards the delivery of business results by various researches 
and scholars including Lawler III and Morhman (2003) and Keith (2007). Be that as it 
may, Lawler (2003) revealed that little progress had been made in organisations 
concerning the implementation and execution of HR departments as SBPs. To that end 
Keith (2007) argued that the current HR workforce staffing HR departments lack the 
capabilities and competencies to take up the strategic business partnership roles in 
organisations.  
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Some organisations have implemented and executed the business partnership model 
effectively, whilst others were keen to implement and execute HR departments as SBPs 
but they did not know how to proceed and some were at a loss in the rhetoric of the 
concept. Consequently, this chapter will address the following:  
 the functions of HR departments;  
 the challenges facing HR departments;  
 the strategic business partners model;  
 the competencies needed to be a strategic business partner;  
 the roles and activities which strategic business partners are expected to perform 
in an organisation; and 
 the influence of organisational culture on the implementation and execution of 
HR as a strategic business partner. 
2.2 Function of Human resource departments 
HR departments perform a wide range of functions within organizations, even though 
these functions vary from one organisation to the other. Aycan (2001) posited that the 
main functions of HR departments and HR professionals included (in descending order) 
staffing, wage determination and compensation, training and development, occupational 
health and safety, performance management and evaluation, transfers and promotions, 
catering services, transport services, career planning and labour relations management. 
Some organisations outsource some of these functions to external independent 
contractors and Belcourt (2006) revealed that the HR functions which most 
organisations outsource were staffing of temporary employees, payroll, training, 
recruitment and benefits administration.  
2.2.1 Organisational staffing 
Staffing is an HR function which is concerned with the acquisition and deployment of 
employees in an organisational structure through the identification of workforce 
requirements, recruitment, selection, placing, promotions, and employment planning to 
achieve the organisation‟s HR needs in the execution of the organisation‟s strategy 
(Koontz &Weihrich, 2006). According to Caruth, Caruth and Pane (2009), staffing was 
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one of the most important functions of HR departments which could have a huge impact 
towards organisational performance, because the end objective of the staffing function 
was to ensure that organisations have the right number of employees with the required 
skills, abilities and competencies to execute the strategy of the organisation. Caruth, 
Caruth and Pane (2009) posited that, the staffing function of the HR departments 
required that HR professionals come up with necessary support structures to ensure 
that the organisation was able to attract talent into the organisation and retain those 
employees who were already in the organisation. To that end, Milkovich and Newman 
(2010) posited that compensation was an important support factor towards the attraction 
of employees to an organisation. 
Beecher and Woodward (2009) revealed that the attraction of quality employees into 
organisations was a challenge for HR departments. Beecher and Woodward (2009) also 
revealed that the ability of HR departments to execute the staffing function effectively 
was affected by a wide range of factors, including global demographics and economic 
trends, increasing mobility of people and organisations, transformational changes to 
business environments, skills and culture, and growing levels of workforce diversity. 
Potter (2005) in Beecher and Woodward (2009) revealed that increasing longevity, 
declining birth rates, and the disproportionate size of the baby boom generation were 
the dominant characteristics of a global demographic which were causing changes in 
age distribution of the labour force supply. According to Spitulnik (2006) the increasing 
longevity and low death rate resulting from high levels of sanitation and good health 
would cause older workers to stay in jobs for longer periods. The increase in employee 
mobility from one organisation to another and from one country to the other, in search of 
better opportunities, has profound impact on an organisation‟s staffing functions, 
because organisations that were not attractive to employees would experience high 
turnover and no employee would be willing to take up employment there(Beecher & 
Woodward, 2009). 
The staffing function of HR departments was also associated with diversity 
management since organisations were operating in a global context which was 
characterised by diverse workforce, markets, cultures and ways of doing work, Beecher 
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and Woodward (2009). It is important to note that diverse employees have diverse 
needs and preferences; as such it is difficult for HR departments to attract employees in 
a diverse market (Bogaert & Vloeberghs, 2005).  
2.2.2 Wage determination and compensation 
The HR department performed the function of wage determination and compensation 
management in organisations (Aycan, 2001). According to Wolper (2004) the HR 
department was responsible for the establishment of wage objectives and reward 
policies. The HR department also conducts salary surveys to ensure that their 
remuneration packages remained competitive in the labour market (Milkovich & 
Newman, 2010). Wolper (2004, p. 258) revealed that the HR department was also 
responsible “for auditing wage and salary administration practices, wage objectives and 
policies, organisational structure for salary administration, merit rating plan, wage 
practices, and salary administration”.  
The wage determination and compensation function of the HR department was usually 
shared between the department of finance and the HR department and in some 
organisations payroll falls completely under the finance department (Aycan, 2001). 
However, McConnell (2011) argued that HR departments should be accountable for 
employee compensation, if it was under its domain, to the finance director in all its pay 
practices including performance related pay and pay rates that the organisation would 
be using. This was important because wages and salary constitute more than half of the 
operational costs in most organisations (Needles, Powers & Crosson, 2010).  
2.2.3 Training and development 
The HR department was responsible for the training and development function in 
organisations (Aycan, 2001). Van Dyke et al. (1992) in Jerling (1996, p. 3) defined 
training as “the systematic process of changing the behaviour and or attitudes of people 
in a certain direction to increase goal achievement within the organisation”. Harrison 
(1989) in Jerling (1996, p. 3) defined development “as the primary process through 
which individuals and organisational growth can achieve their fullest potential over 
time”. According to Vemic (2007) rapid changes in information and technology required 
organisations to keep up with the changes, if they were to remain competitive by 
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continuously training and developing their employees. Training and development was 
utilised in organisations to impart new knowledge needed to execute the organisation‟s 
strategy in the face of competition and technological changes (Vemic, 2007; Aycan, 
2001). Training and development would not only impart new knowledge to learners but 
it would seek to promote entrepreneurship; introduce employees to change; and it 
would help employees to change unwanted attitudes (Vemic, 2007). 
The HR department was responsible for the training and development of employees in 
organisations mainly in conjunction with line management (Fuller & Genson, 2006; 
Aycan, 2001). The HR department, together with line management, would be 
responsible for the identification of individual and organisational training needs, 
preparation of a training syllabus, the delivery of training and development, and the 
evaluation of the programme (Palmer, 2005; Zara, 2005). Some organisations have a 
separate department responsible for training and development and this department is 
termed the Human Resource Development (HRD) department. Be that as it may, the 
function would still fall under the general HR department (Aycan, 2001; Wilson, 2005). 
2.2.4 Career management and planning 
Career management and planning was a function of the HR departments within 
organisations (Aycan, 2001). It is important to note that the main responsibility of an 
individual career is placed on the employee (Greenhaus, Callanan & Godshalk, 2010). 
A career was defined by Greenhaus, Callanan and Godshalk (2010, p. 10), “as the 
pattern of work related experiences that span the course of a person’s life”. Career 
management was a process by which individuals and the organisation develop, 
implement and monitor career goals and strategies (Greenhaus, Callanan & Godshalk, 
2010). According to Secord (2003) career management seeks to ensure that the 
organisation has the necessary human capital and leadership competencies to achieve 
its goals and objectives. Secord (2003) revealed that there were two standing points at 
which career management was viewed and these were the individual and the 
organisation.  
Career management was viewed from an individual employee‟s viewpoint as a 
deliberate way of creating work related prospects that would allow individual employees 
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to accomplish their career objectives and goals within their working life (Secord, 2003). 
Greenhaus, Callanan and Godshalk (2010), revealed the activities which individual 
employees engaged in during the process of career management, and these included 
the employee collecting personal information that was important in their career path and 
information about the career; the employee examining his or her talents, abilities and 
competencies and the jobs which the employee can execute; the employee would have 
to develop career goals based on the information; develop and execute a strategy to 
achieve the goals; and seek feedback on the effectiveness of the strategy. 
Nevertheless, the HR department was responsible for career management despite the 
employee having utmost control over his or her career path (Aycan, 2001). The HR 
department can support employees in their careers through career counseling, and 
training and development of employees to achieve their career goals (Vemic, 2007). 
Career management, from an organisation‟s perspective, refers to those processes and 
activities that create a level of competencies needed to achieve the present and future 
business objectives of an organisation (Secord, 2003). The process and activities of 
career management, from an organisation‟s perspective, is the full responsibility of HR 
departments (Aycan, 2001). The HR activities which form part of career management 
include succession planning, internal recruitment, performance appraisal and training 
and development (Secord, 2003). In career management the HR department should 
seek to ensure that: the organisation has a good supply of individuals who could take up 
managerial positions; the organisation should be able to fill senior positions when they 
become vacant; the organisation should develop its own leadership brand; and the 
organisation should retain and motivate talented individuals within the organisation 
(Aycan, 2001; Secord, 2003). 
2.2.5 Performance management and evaluation 
Performance management is a function of HR departments which was intended to help 
organisations achieve business results. Performance management was defined by 
Armstrong (2009) as a means of getting better results by understanding and managing 
performance within an agreed framework of planned goals, standards and competency 
requirements. HR departments together with its production managers were responsible 
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for employee performance within an organisation (Williams, 2002). HR professionals 
together with line managers set and define performance direction for the organisation. 
To that end, Brinkerhoff and Apking (2001) identified performance expectations, goals 
and objectives, and culture norms of an organisation as important factors which defined 
and gave direction to organisational performance.  
The HR department was responsible for the establishment of performance motivators 
(Brinkerhoff & Apking, 2001). Motivation was defined by Robbins (1992) as the 
willingness to exert high levels of effort towards organisational goals, conditioned by the 
effort‟s ability to satisfy individual needs. Brinkerhoff and Apking (2001) revealed that an 
effective performance management system should be coupled with motivators and 
these could be in the form of incentives, rewards, recognition and a fit between 
organisational values and personal values. According to Erasmus, Swanepoel and 
Schenk (2009), HR professionals should note that employees have different needs and 
therefore should not be motivated with the same motivators.  
Linking pay to individual performance was one of the practices which most 
organisations seeking to achieve high performance, have used with their employees 
(Brown & Armstrong, 1999). When HR departments use pay for performance, they 
discriminate against employees on the basis of their performance levels; giving high 
performers high rewards and low performers low rewards (Gruman & Saks, 2011). The 
main objective behind using pay for performance was to motivate employees to perform 
highly so that they would get high rewards (Brown & Armstrong, 1999). However pay for 
performance was revealed as only motivating those employees who are high 
performers. Low and average performers were frustrated by the practice thereby 
reducing their efforts to levels which were lower than their capacities (Armstrong & 
Brown, 2005). Brinkerhoff and Apking (2001) posited that as much as rewards were 
important motivators, organisations should also consider incentives, recognition and the 
fit between individuals and their jobs as equally important aspects in delivering 
performance management systems.  
According to Brinkerhoff and Apking (2001), performance appraisals were important 
aspects of a performance management system. Haskell (2007) revealed that 
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performance appraisals were made up of a system of reviews which provided 
organisations and employees information about individual or group performances in an 
organisation. The performance appraisal process which were conducted by HR 
departments in conjunction with line managers, helped organisations to identify areas or 
employees with performance deficiencies (Haskell, 2007; Brinkerhoff & Apking, 2001). 
The appraisal process was usually conducted as an on-going process so that 
performance could be kept on track; deviations and problems in performance could be 
identified quickly and solved, while keeping employees focused on the organisational 
goals and objectives (Haskell, 2007; Brinkerhoff & Apking, 2001).  
2.2.6 Labour relations management 
According to Bendix (2010), the labour relations function formed part of the HR 
management functions within the HR department. The HR department was charged 
with the responsibility to look after employee interest and to provide them with prospects 
to grow (Bendix, 2010). The labour relationship was made up of employers and 
employees, and the government as a regulator of the relationship (Bendix, 2010). The 
relationship between employers and employees was mainly full of antagonism because 
the interests of the parties were an inverse effect on the interest of the other. 
Employees usually wish for high pay, which could reduce the employer‟s profits (Bendix, 
2010). The function of the HR department was to ensure that good relationships existed 
in the organisation and to keep organisations productive in ways which were in line with 
labour legislations (Bendix, 2010). 
The HR departments were also responsible for grievance and disciplinary procedures in 
organisations (Bendix, 2010). A grievance procedure recognizes that conflicts between 
management, employees and trade unions would always exist in organisations and 
should as such provide an orderly, reliable approach for resolving differences which 
emerge within the employment relationship (Holley, Jennings & Wolters, 2012). 
Disciplinary procedure was also utilised by management against those employees who 
would have engaged in some form of misconduct in the organization. The disciplinary 
procedure provided an orderly, reliable approach to sanction acts of misconduct in the 
organisation (Holley, Jennings & Wolters, 2012). Apart from disciplinary and grievance 
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procedures the HR department was also responsible for ensuring that industrial actions 
such as strikes, go-slows and lock-outs were avoided or minimised in the organisation 
(Erasmus, Swanepoel & Schenk (2009). 
2.2.7 Other functions of HR departments 
There are other functions which the HR departments are responsible for and these 
include: transfer of employees; dismissals; retrenchments; catering service and 
transport services (Aycan, 2001; Fulmer & Genson, 2006). In most organisations the 
catering and transport services were usually outsourced to an independent contractor 
so that the HR department could focus on the activities which matters most (Aycan, 
2001). 
2.3Challenges facing HR departments 
According to Ulrich (1997), HR departments were facing challenges within the global 
market and business society. Turner (2001) revealed the existence of three groups of 
challenges facing HR departments in organisations and these are: business challenges; 
organisational challenges and people challenges. These challenges stem from a wide 
array of activities, functions, events, processes and outcomes within and outside the 
organisation (Turner, 2001; Ulrich, 1997).  
2.3.1 Types of challenges facing HR departments 
Business challenges for HR departments were realised as the organisations seek to 
remain profitable and increase the shareholders‟ value within its business context 
(Turner, 2001). The business challenges facing organisations include: global 
competition; heightened customer expectations; technological developments; 
environmental and social responsibility and focusing on the core business (Turner, 
2001). In traditional organisational practices the business challenges were tackled by 
line managers alone. According to Turner (2001), the organisational challenges facing 
HR departments centred on the alignment of the organisation‟s structures, mission, 
vision, strategy and people practices. Organisational challenges usually unite 
departments and functions as they seek to align their activities in the value chain 
(Turner, 2001). According to Turner (2001, p. 1), the people challenges facing HR 
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departments include: “attracting, selecting, assessing, appreciating, motivating, 
challenging, developing, promoting, listening to, supporting, measuring and rewarding”. 
Competition is rife in the market place due to great numbers of organisations providing 
similar services to consumers; as such organisations which were not competitive would  
be heading for demise. In order for organisations to remain competitive they need to 
overcome challenges facing them. According to Ulrich (1997) there were eight major 
competitive challenges which HR departments must solve for their organisations to 
remain competitive. These challenges attest to the importance of HR in organisations 
and the value which HR professionals add in delivering business results (Ulrich, 1997).  
2.3.2 Globalisation challenges for HR departments 
Globalisation was defined by Martens, Gaston and Dreher (2008, p. 15), “as the 
intensification of cross-national interactions that promote the establishment of trans-
national structures and global integration of cultural, economic, environmental, political, 
technological and social processes on global, national, regional and local levels”. 
According to Misra (2009), globalisation challenges for HR departments were wide and 
varied from country to country and from industry to industry. However the most 
dominant in most organisations included the creation and coordination practices that 
would be applied consistently in many different locations, while maintaining local 
cultures and practices; understanding the continual change of the globally competitive 
environment; building a global awareness in HR departments and functions; and 
creating a global mind-set within the HR team. Bohlander and Snell (2010) posited that, 
organisations seeking to go global have to balance a set of issues related to different 
geographies, including different cultures, employment laws and business practices. 
Balancing the above set of issues presented by globalisation was a challenge for HR 
departments and professionals (Aswathappa & Dash, 2007). 
HR departments were also charged with the responsibility to drive the organisation 
through challenges posed by globalisation to organizations (Bohlander & Snell, 2010). 
Dealing with challenges presented by globalisation was not an easy task; however, 
Misra (2009) posited that HR departments should move past their administrative roles 
and become strategic business partners if they were to be successful in dealing with the 
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challenges globalisation poses for them. The challenges which globalisation brings 
need to be handled correctly or otherwise the organisation which failed would be 
heading for demise and the HR department would have failed the organisation (Ulrich, 
1997; Misra, 2009).  
Globalisation has changed the business and market landscape in which organisations 
operated in, and to that end, Bohlander and Snell (2010) revealed that organisations are 
aware that venturing into global markets is a necessity for survival. Nevertheless, the 
emergence of global markets brought about global competition, which is associated with 
complex situation and process (Steinbock, 2010). Organisations produced goods and 
services in their domestic location and those goods and services were sold in a global 
market where different organisations sold more or less similar goods which served the 
same purpose even though it was different in quality and price (Bohlander & Snell, 
2010). Consumers desired goods which would give them the greatest utility at the best 
available price (Lantos, 2011). Organisations are therefore required to produce the best 
quality at the lowest costs for them to remain competitive; despite the fact that 
production costs vary across countries because labour was very cheap in some 
countries, like China, whereas in others such as South Africa it was expensive (Clarke, 
Habyarimana, Ingram, Kaplan & Ramachandran, 2007). According to Ulrich (1997), 
global competitiveness requires communication between global centres of excellence 
built on technologies shared worldwide for organisations to be abreast with current 
trends in business. Steinbock (2010) further argued that organisations should know the 
needs of their customers in the global market and be innovative to serve their interest 
better (Ulrich, 1997; Bohlander & Snell, 2010)  
Another challenge which HR departments and organisations are facing is that, politics of 
global markets is very much crowded with a lot of uncertainties which impact on the 
business strategy and plans (Resende & Cryrino, 2008). Some societies view and take 
democratic political values as standard.  In some societies, however, religion, family and 
revolution determined political values (Ulrich, 1997). Economic booms and recessions 
occur differently for different nations or states (Resende & Cryrino, 2008). The 
organisation in economically developed countries enjoyed great economies of scale if 
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they operated globally (Resende & Cryrino, 2008). Most of these organisations invested 
in economically less developed countries where labour and raw materials were cheap 
(Resende & Cryrino, 2008). Nevertheless, Ulrich (1997) revealed that inequity and 
distributive inequality of wealth continued to grow when those organisations were 
operating in less developed countries and these factors would lead to a wider range of 
ethical concerns regarding those operations (Ulrich, 1997; Resende & Cryrino, 2008). 
Creating capabilities to compete in a global world is another challenge facing HR 
departments (Ulrich, 1997; Vance & Paik, 2011). According to Ulrich (1997) global 
capabilities require HR professionals and managers to be able to deal with diverse, 
systems, people, information, management, perceptions and actions. The global 
capabilities should be compatible with changing leadership, psychological and self-
security contracts through global literacy (Trent & Roberts, 2010). Employees should be 
more educated than before for them to be competent within global organisations driven 
by high technological changes (Vance & Paik, 2011). HR professionals and the relevant 
managers should work to create new perceptions about organisations if the organisation 
is to be successful in the global society (Ulrich, 1997; Vance & Paik, 2011). 
2.3.3 Managing the new workforce 
Burges (2008) revealed that HR departments have a huge challenge to manage the 
new young generation Y workforce. According to Anantatmula and Shrivastav (2012) 
generation Y is the generation of employees born in the period from 1980 to 2001, and 
as such the attitudes and behaviour of generation Y workforce has been greatly 
influenced by TV, cell phones, video games and internet, and as a result the generation 
is well informed and connected virtually. Gale (2007) in Anantatmula and Shrivastav 
(2012) posited that the characteristics of generation Y included: being ethnically diverse; 
global independent; confident; they can adapt to new situations easily and multitasking 
is dominant among the generation. Nevertheless, Anantatmula and Shrivastav (2012) 
revealed that, psychologically, generation Y had high self-esteem, personal admiration, 
anxiety, depression, and a lower need for social approval which has huge managerial 
implications.  
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Tulgan (2009) also posited that the management of the new young workforce was very 
difficult because, young new employees enter organisations with new attitudes and 
behaviours. According to Tulgan (2009, p. 3) the employee generation Y; “enter 
organisation with very high expectations; they don’t want to pay their dues and climb the 
ladder; they walk in the door with seventeen things they want to change about the 
company; they only want to do the best tasks; if you don’t supervise them closely they 
go off in their own direction; it’s very hard to give them negative feedback without 
crushing their morale; they walk in thinking they know more than they know; they think 
everybody is going to get a trophy in the real world, just like they did growing up”. Over 
and above the factors identified by Tulgan (2009), Burges (2008) also argued that the 
new employee generation lacks loyalty and presents bad working attitude which HR 
departments should deal with or else they will lose the young talent to other 
organisations. HR departments are faced with huge challenges to attract and retain 
generation Y employees (Burges, 2008; Tulgan, 2009). 
According to Burges (2008) newer younger employees are less committed to the 
organisation they work in and as a result they do not stay in the organisation for long 
periods of time; mainly because they get bored quickly or they think there are better 
opportunities elsewhere. Rorhorn (2007) in Burges (2008) revealed that giving higher 
salaries to newer workers and providing them with interesting work did not stop them 
from leaving organisations due to their restlessness. The other challenge which the HR 
department is faced with in relation to new young workers is that the generation Y has 
got higher expectations in organisations mainly because they are well educated. 
According to Burges (2008) the new young workforce expect to occupy higher positions 
even if they lack the experience needed for the positions and when they are in different 
positions they expect to be promoted quicker as compared to other generations 
(Burges, 2008; Anantatmula & Shrivastav, 2012; Tulgan, 2009). 
Work attitudes of newer young employees entering organisations are a challenge for 
HR departments and organisations at large (Burges, 2008). Rorhorn (2007) argued that 
the new young employees have differing attitudes towards work and usually do their 
work rushing at the last minute. To that end Burges (2008) revealed that the new young 
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workers are not concerned with the work process but they focused more on results and 
they were always seeking to find shortcuts to deliver their job results because they have 
a busy social life that they lead. Therefore HR departments should find ways to deal 
with the attitude of new young employees in organisations or else performance will be 
affected greatly and in doing so the organisation should find ways to deal with those 
attitudes which did not force them to leave the organisation (Burges, 2008; Anantatmula 
& Shrivastav, 2012; Tulgan, 2009). 
2.3.4 Managing change 
According to Benowitz (2011) planning and managing change, both cultural and 
technological, were challenging elements for HR departments and professionals, and 
other managers within the organisation. The ability to change is an important tool for the 
organisation to remain competent and therefore organisations should change faster and 
efficiently to achieve competitiveness (Boudreau & Ramstad, 2007). Pathak (2011) 
revealed the existence of two types of organisational change that were reactive and 
proactive change. Reactive change resulted from external forces that affected the 
performance of a business and proactive change was initiated by managers to take 
advantage of opportunities in the business environment (Pathak, 2011). HR 
departments are responsible for initiating and managing change in organisations, 
therefore HR professionals are the change agents in organisations, (Ulrich, 1997). The 
challenge HR departments faced was to develop a change model that will encourage all 
stakeholders to question and participate without intimidation in the change process 
(Ulrich, 1997).  
HR departments and professionals as managers of change are faced with a challenge 
to: determine the practices they needed to change and the ones to continue with; and to 
help employees unlearn existing organisational values, culture and norms (Thomas, 
2001; Ulrich, 1997). During this process the past should be honoured and at the same 
time reasons should be given for changing and adapting for the future (Ulrich, 1997). 
According to Thomas (2001) HR departments should structure the organisation in a way 
that will support flexibility and transformation; otherwise some organisational structure 
will hamper or even work against the organisation‟s efforts to change. Getting the 
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organisation to change is a mammoth task for HR departments which requires a great 
deal of risk taking without endangering the future of the business (Pathak, 2011; 
Thomas, 2001; Ulrich, 1997). 
Organisational change is most effective when the leaders in the organisation supported 
that the change process were to be implemented in the organisation (Carter, Ulrich & 
Goldsmith, 2004). HR departments have a responsibility to ensure that the leadership of 
the organisation is supporting and believed in the change process (Carter, Ulrich & 
Goldsmith, 2004). Leadership support was important to ensure that the change process 
was affordable resources that were needed and also other employees would commit to 
the change process as long as if their leaders were in support of that change. 
Nevertheless, Ulrich (1997) argued that HR professionals have the obligation to 
challenge powerful and successful managers and executives to practically support 
desired change in the organisation. HR professionals would achieve this by assisting 
these leaders to change in a way which did not take away the dignity of the executives 
and persisted without appearing disrespectful to the people in authority (Carter, Ulrich & 
Goldsmith, 2004; Ulrich, 1997). 
HR departments should ensure that the organisation is created and structured in a way 
that it can respond quicker and more efficiently to change than their counterparts did in 
business in order to be successful (Bohlander & Snell, 2010). Many organisations fail to 
change as a result of the following reasons: firstly change agents fail to establish a 
sense of urgency and did not create a coalition to guide the effort, secondly 
organisations were lacking leaders who had vision, and thirdly organisations lack 
leaders who could communicate the vision well to all stakeholders (Ulrich, 1997). 
Therefore HR departments should ensure; that all obstacles to change are removed; 
short term and long term goals were created; victory was not declared too early; 
changes in the corporate culture were anchored; and the momentum of change should 
be maintained (Bohlander & Snell, 2010; Ulrich, 1997). 
2.3.5 Technology challenges for HR departments 
Technology was defined by Kozani (2002) as consisting of those factors that were 
related to the knowledge applied, the materials and machines used in the production of 
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goods and services which had an impact on the business of an organisation. The ways 
in which work was done before was completely different from the way it was being done 
and would be done in the future (Bohlander & Snell, 2010). Ulrich (1997) stressed that 
technology has made our world smaller, faster, and closer; and these realities have 
been necessitated by computer literacy and improved communication systems which 
made it easier for information and ideas to spread quickly and efficiently around the 
world. To that end, video conferencing and teleconferences were the true testimonies of 
technological advancements in the world of work. However, advanced technology tends 
to reduce the number of jobs that require little skills and increase the number of jobs 
that require considerable skills (Bohlander & Snell, 2010). 
HR departments are faced with a challenge to leverage technological developments to 
enable effective delivery of HR services (Boroughs & Rickard, 2009). Therefore the 
biggest challenge for HR professionals was to determine ways in which technology 
could be successfully integrated into the organisation. Boroughs and Rickard (2009) 
revealed that HR departments should identify the right technology which would address 
their HR needs and ensure that the technology helped in delivering business results for 
the organisation. Technology innovation has seen most of the work now being done 
through teleconferences, telecommuting and shared data sources (Ulrich, 1997). HR 
departments should make sure that the organisation was ahead in terms of information 
and learning for the organisation to be competitive in the global market (Boroughs & 
Rickard, 2009; Ulrich, 1997). 
2.3.6 Attracting and retaining employees 
According to O‟Malley (2000, p. 1), an organisation‟s success depends on having a 
“stable, talented workforce whose ideas coalesce into productive action”. Organisations 
are now operating in the global markets where competition for talent is very high (Veder, 
2008; Jeschke, Isenhardt, Hees&Trantow, 2011). For organisations to survive in 
business they must have the proper talent within their ranks to remain competitive 
(Veder, 2008). HR departments are faced with the challenge to attract and retain talent 
within the global labour markets. According to Ulrich (1997), the skills and talents 
needed in organisations to operate in global business environment are very scarce; as 
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such organisations which attract the best talented employees, with the required skills 
and experience would be successful and out-compete its rivalries in business. Jeschke 
et al. (2011) revealed that employees have a wide range of choices if they posses 
special skills and talents and as a result organisations which seem to be serving their 
employee‟s interest best will be able to attract and retain talent. Many organisations are 
experiencing talent shortages causing HR departments to go beyond their borders 
looking for talent by committing resources and time in their hunt for talent (Ulrich, 1997; 
Veder, 2008; Jeschke, Isenhardt, Hees&Trantow, 2011). 
The challenge to attract and retain talent in the organisation does not end with low level 
or technical skills in an organisation but it stretches to top management and leaders of 
an organisation (Ulrich, 1997). The problem facing HR departments in the attraction and 
retention of managers and leaders was caused by the fact that there were too few 
individuals with leadership abilities (Gittell, 2004).  According to Deborah (2007) HR 
departments should create a recruitment brand for its organisation which can attract 
employees in a diverse labour market. Deborah (2007, p. 20) defined recruitment 
branding as “the viral-based perception management system that has been created to 
successfully attract top talent based on the belief that an organization is an Employer of 
Choice within its targeted candidate pools”. Ulrich (1997) posited that, for HR 
professionals to be successful in the face of global trends they should be GloPats; 
professionals comfortable in global context, embracing diversity while balancing global 
economies of scale with local responsiveness. 
Retention of employees was also another challenge which faced HR departments and 
professionals in organisations (Sigler, 1999). The globalisation of the labour markets led 
to greater employee mobility from organisation to organisation, between organisations 
in the same country, organisations in different countries and regions; and these 
processes were necessitated by efficient communication systems, making the retention 
of employees a mammoth task for HR departments (Somaya & Williamson, 2010; Smith 
& Waters, 2005). Steel and Landon (2010) argued that HR departments should ensure 
the existence of job opportunities in the organisation for its employees; and provide 
opportunities for growth so that its talent would not leave the organisation because 
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internal mobility of employees would help the organisation retain those employees 
willing to change their jobs. Employee mobility was very beneficial in the global markets 
and business environment because it facilitates the transfer of knowledge. However, it 
was the duty of the HR departments to ensure that as the employee leave the 
organisation new individuals would be entering the organisation with new knowledge 
and ideas (Smith &Waters, 2005). Batt, Colvin and Keefe (2002) revealed that, research 
in industrial relations discovered that employee retention was highly problematic in non-
unionised organisations mainly because in unionised organisations employees have a 
way to voice their concerns and improve their lots without having to quit their jobs 
(Somaya & Williamson, 2010; Ulrich, 1997; Smith & Waters, 2005). 
HR departments are being charged with the responsibility to develop a marketing 
strategy to attract talented and retain employees in organisations (Hor & Keats, 2008). 
According to Somaya and Williams (2010), employees joined organisations which 
appeared to be serving their interests best and to that end HR departments should 
create an organisation brand which was attractive and appear to serve the interest of 
employees better than its competitors. Be that as it may, it is a challenge to create 
policies and structures which satisfied all employees. Hor and Keats (2008) argued that 
HR departments should make use of flexible, working hours, flexible work 
arrangements, flexible compensation packages giving employees the opportunity to 
choose practices and rewards that suit their needs (Milkovich, Newman & Gerhart, 
2010). The training and development of the existing workforce was also important in the 
retention of employees because employees would view the organisation as caring for 
their career growth and wellbeing (Hor & Keats, 2008). According to Gittell (2004) 
leaders in an organisation should build relationships with employees which extended 
outside the organisations to retain talent; by helping employees with their lives and 
family problems and in return create employee commitment. This would result in 
organisations being viewed as caring and as a result employees can depend on their 
organisation (Gittell, 2004).  
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2.3.7 Managing a diverse workforce 
Diversity was defined by Hubbard (2003, p. 27) as a “collective mixture characterised by 
differences and similarities that are applied in pursuit of organisational objectives”. 
Diversity management can be viewed as a practice by which organisations organise, 
direct and support employee differences in a way that will add value to the objectives of 
the organisation (Hubbard, 2003). There are two types of diversity in organisation which 
requires the attention of HR departments and these are workforce diversity and 
behavioural diversity (Hubbard, 2003). According to Hubbard (2003) workforce diversity 
covers group and situational characteristics of workers in an organisation including 
factors such as race, gender, ethnicity, religion, sexual orientation, physical ability, age, 
family, nationality and economic status. Behavioural diversity covers differences in 
working styles, thinking styles, beliefs, aspirations, communication styles and the overall 
attitude of an individual at work (Hubbard, 2003).  
The HR departments were experiencing difficulties dealing with challenges brought 
about by workplace diversity; and most of these challenges were associated with 
intergenerational and intercultural issues at the work place (Wagner, 2010). The biggest 
challenge for HR managers was to get old workers and young new workers to work 
together, and this was difficult because young employees enter organisations with 
different attitudes and behaviours and at the same time they do not appreciate criticism 
because they believe they know more than the older employees in the organisation 
(Tulgan, 2009; Burges, 2008). Cultural differences at the workplace presents challenges 
for people managers in organisations because people carry their cultures with them to 
work and organised themselves into informal groups along cultural lines making it 
difficult for employees from different cultures to work together (Hubbard, 2003). The 
challenge for HR departments was to create working relationships which transcends 
race, gender, age and religion amongst other employee differences at the workplace 
(Wagner, 2010; Hubbard, 2003). 
2.3.8 Building trust between line managers and HR specialists 
The responsibility of HR rests in two different groups in organisations (Sanders & 
Frenkel, 2009). The first group consists of people staffing HR departments and the 
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second group is made up of line managers (Sanders & Frenkel, 2009). The specialists 
in the HR departments are responsible for the HR strategy and policy development and 
the line managers are the ones who are responsible for executing the strategy, as a 
result building good working relationship between line managers and HR professionals 
is key towards the achievement of HR goals and plans (Sanders & Frenkel, 2009; Ulrich 
& Brockbank, 2005; Papalexandris & Panaayotopoulou, 2004). The relationship 
between line managers and HR professionals was very important because if line 
managers did not effectively implement the policies and strategies developed by HR 
professionals, organisations might not achieve their performance targets, if employees 
were not motivated and their needs were not being satisfied (Power & Garavan, 2008; 
Sanders & Frenkel, 2009).  
Despite the great need for good relationships between line managers and HR 
professionals, many challenges are met by HR professionals as they try to work with 
line managers (Sanders & Frenkel, 2009). Power and Garavan (2008) revealed that the 
most dominant challenge which line managers and HR professionals often faced was 
that: line managers in most cases have conflicting views about the policies and 
strategies which HR specialists want them to implement. Line managers either refused 
to implement the strategy or policy if they have the power to object or they will 
implement it, without believing in the strategy which would cause it to fail (Garavan, 
2008). According to Keith (2007) HR departments were populated with people who 
cannot work with line managers because they were neither strategic or partners 
because they do not possess the abilities and competencies to do so. The perspective 
of HR from line managers creates problems for HR departments and such HR should 
build credible relationships with line managers and prove that they were good at what 
they do (Ulrich & Brockbank, 2005; Power & Garavan, 2008). 
2.3.9 Capability development 
Stanford (2007, p. 303) defined organisational capability as “the collective skills, abilities 
and expertise of an organisation vested in its employees”. The competitiveness of the 
organisation was determined by its capabilities including employee competencies, 
organisational flexibility and technology (Birchall & Tovstiga, 2005; Ulrich, 1997). 
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Organisational capabilities could be divided into two broad aspects, that is soft and hard 
organisational capabilities (Ulrich, 1997; Birchall & Tosviga, 2005). Soft organisational 
capabilities were those aspects which included confidence and hard capabilities were 
things like technology (Ulrich, 1997; Birchall & Tosviga, 2005). Ulrich (1997) revealed 
that many organisations were developing soft capabilities by: destroying organisational 
boundaries; allowing communication in all directions in the organisation; creating 
capacities for change; increase innovation and learning. Nevertheless, Ulrich (1997) 
posited that soft organisational capabilities were difficult to create and reproduce; as a 
result, many attempts made by HR departments to implement soft organisational 
capabilities have failed.  
HR departments should note that, competitiveness was not derived from replicating 
what other organisations have done and succeeded in but that it came from the ability to 
produce what the market likes best and being able to reproduce it again, modifying it in 
relation to global trends (McGonagle & Vella, 1996; Bohlander & Snell, 2010).  A firm‟s 
success could be based on establishing a set of core capabilities, employees, 
processes and systems that distinguished an organisation from its competitors and 
these capabilities champions an organisation in delivering value to its customers, 
(Ulrich, 1997; McGonagle & Vella, 1996; Bohlander & Snell, 2010). HR departments 
have a challenge to create core capabilities; because they tended to be limited in many 
organisations, and these capabilities formed the basis for an organisation‟s innovation, 
product development, and service delivery (Bohlander & Snell, 2010; Ulrich, 1997). 
Capability development was the best way to have the right competencies in the 
organisation as compared to the recruitment of heroes in the labour market who have 
excelled in other companies (Gittell, 2004). This called for HR departments to be 
proactive in their HR planning and ensure that the organisation‟s policy and strategy 
would promote the development of organisational capabilities (Bohlander & Snell, 
2010).  HR departments should focus on the development of unique capabilities which 
may not be available to its competitors to have a competitive advantage (Rothwell & 
Kazanas, 2003). Bohlander and Snell (2010) argued that, the organisational capabilities 
should be very difficult to imitate so that the results of the organisation‟s capabilities 
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would not be imitated easily by competitors. However the HR department should ensure 
that employees were motivated and that they appreciated the development of 
organisational capabilities if the process was to be efficient and effective (Bohlander & 
Snell, 2010). 
The development of organisational capability in an organisation should be accompanied 
by an effective retention strategy which could retain the most important individuals 
critical to the organisation‟s capabilities (Avedon & Scholes, 2010). According to Avedon 
and Scholes (2010), HR can achieve to retain critical talent that was important for the 
organisation by designing targeted retention strategies for individual employees. By 
doing that, HR would be paying more attention to the retention of critical employees who 
the company were not able to do without or who were difficult to secure in the labour 
market (Scholes, 2010). Compensation is one of the tools which HR departments used 
to retain employees in an organisation but it should also include long-term incentives to 
be able to keep talent in the organisation (Milkovich, Newman & Gerhart, 2010; Avedon 
& Scholes, 2010). To that end, people with the right competencies should be hired, 
trained and rewarded in the organisation in order to build and keep organisational 
capabilities high (Bohlander & Snell, 2010). 
2.3.10 The approach to address HR challenges 
The business, organisation and people challenges facing organisations can best be 
handled with the joint experience, expertise and knowledge of HR specialists and line 
managers (Turner, 2001). In traditional organisational structures and practices line 
managers unilaterally addressed the business challenges of an organisation and HR 
specialists were expected to address the people challenges of an organisation (Turner, 
2001). However due to the traditional role ascriptions between line managers and HR 
professionals, HR professionals were lacking the business knowledge of their 
organisations as a result they cannot develop people policies which would add value to 
the organisations and line managers did not have people management knowledge 
therefore the implementation of HR practices were important in the delivery of business 
resulting in it not being done effectively (Turner, 2001). Therefore, it can be deduced 
that a partnership between HR professionals and line managers in delivering business 
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results is the best approach for organisations to get the best out of its human resources 
(Turner, 2001; Ulrich, 1997; Ulrich & Brockbank, 2005).  
2.4 Strategic business partnership model 
According to Keith (2007) human resource departments and professionals are 
competent at the administration of pay, benefits, and retirement funds. Most 
organisations in the global market are outsourcing these functions to independent 
contractors who can do those tasks in a more cost efficient way to lower organisational 
costs. HR was faced with a challenge to add value in organisations and HR as a 
strategic partner was proposed by scholars such as Ulrich (1997) and prior to that, Dyer 
and Holder (1988) proposed a similar approach as a way forward for HR, if they are to 
remain in business and get a seat at the table where concrete business decisions were 
being made (Ulrich, 1997). The concept of transforming traditional HR towards being a 
strategic partner had been advanced by other authors such as Caldwell (2003) and 
Brown, Caldwell, White, Atkinson, Tansley, Goodge and Emmott (2004), as the 
Ulrichization of the human resource profession. However, Armstrong (2011) revealed 
that the notion of strategic partner was introduced by Dyer and Holder (1988), 
irrespective of many authors accrediting the concept to the work of Ulrich (1997). 
This part of the literature is going to explore the use of the term „HR as a strategic 
partner‟ across industries and by different authors. This will also lead to the identification 
of synonyms of the concept and how the term is generally used in the world of work and 
academic circles.  The part of literature will also explore how the HR strategy interfaces 
with strategic business planning. Many organisations and HR functions are constantly 
changing as such the nature and meaning of these shifts will be examined with special 
attention to the measurement of HR contribution to business success. These 
transformations are not without challenges and the obstacles to change will also be 
given attention.  
2.4.1 HR as a strategic business partner 
According to Ulrich (1997) HR as a strategic partnership can be defined as a set of roles 
which HR professionals and departments should take in turning strategic plans into 
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organisational actions, serving the interests of the investors, customers and employees. 
Serving the interests of multiple stakeholders was a challenge for the strategic partner, 
because profits for the shareholders should be realised, customer needs should be 
satisfied and employee expectations should be met (Ulrich, 1997). This may be difficult 
because the interests of the stakeholders have an inverse effect on each other; meeting 
employee expectation may be costly to the organisation threatening the investor‟s 
profits, and meeting customer expectations which may be affordable prices might also 
affect the rewards to employees and the investors‟ profits. Therefore, being a strategic 
partner involves making strategic business choices for the organisation which would 
drive and satisfy the stakeholder‟s interests at once (Ulrich, 1997). Pfeffer (2005) added 
that HR as a strategic partner could ensure that the greatest value was obtained 
through its function, policies and people management practices which would be tailored 
to the interest of the stakeholders. 
Dyer and Holder (1988) argued that the strategic role of HR had four facets and these 
are: firstly, HR executives will be fully part of the strategic business plans at equal 
footing with other executives such as Chief Financial Officers, secondly HR executives 
should work with line counterparts when they prepare their HR strategies, thirdly HR 
executives should work continuously together with line managers to make sure that all 
the parts of the business strategies were executed, and fourthly the HR department 
itself should be managed strategically (Armstrong, 2011; Ulrich, 1997). 
The term business partner was used by some authors as representing the same 
concept as the strategic partner. However, Ulrich (1997) identified the strategic partner 
role as one of the four roles of HR as a business partner, and the other roles of a 
business partner were that of being the administrative expert, employee champion and 
change agent. Contrarily, Boudreau and Ramstad (2003), Lawler, Levenson and 
Boudreau (2004), identified the strategic partner role as having more roles than a 
business partner. These authors argued that the strategic partner provided strong input 
and direction during the business strategic planning process, something which did not 
exist in the work of a business partner. Some authors have used the term strategic 
business partner to represent the converging of the two roles in a confluence of 
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activities for one HR person who would be a business partner taking part also in the 
strategic business planning (Boudreau & Ramstad, 2003). 
Various research studies have been carried out on the concept of the HR strategic 
partnership and its possible influence towards organisational success. According to 
Lawler (2005) the investigation of the strategic partner role revealed that it was a highly 
valued approach to the management of the human resources for organisations. This 
position was reinforced by the results from research done by Becker and Huselid (1998) 
where a tight relationship was established between organisational performance and HR 
practices and policies. Organisations which allowed HR professionals to drive 
performance with their practices were found to have the highest market value per single 
employee that the organisation employed (Lawler, 2005). 
The biggest role of HR as a strategic partner was to align HR plans with business plans 
(Ulrich, 1997). This blend cannot happen when HR planning was an afterthought, after 
business planning or when HR planning was isolated from business planning (Fisher, 
Schoenfeldt & Shaw, 2006; Ulrich, 1997). Most organisations do business planning 
without involving HR and after the business plan was completed, HR matters would be 
discussed mainly by line managers giving the numbers of people they needed to get the 
job done and also the skills they required. When this approach was used the role of HR 
departments in adding value was non-existent and it would be justifiable to outsource 
the HR functions (Ulrich, 1997). However, Khan (2007) posited that when HR was a 
strategic partner, line managers and HR professionals worked together as partners to 
warrant the formulation and application of integrated HR and business plans for 
organisational success. According to Becker, Huselid and Ulrich (2001), organisations 
should note that it was highly imperative for HR strategic partners to have the 
knowledge about the business organisation including its customer base, competitors 
and investors; if they were to be successful in their roles as strategic partners.  
Having HR professionals to influence business strategy was not an easy job to do, 
because there were too many factors which impinged the process from executive 
perceptions about HR to the organisational culture (Boudreau & Ramstad, 2003). Be 
that as it may, HR professionals as strategic partners can influence organisational 
37 
 
strategy if they were a credible source of information with regards to the state of the 
human capital in an organisation as well as the organisational capabilities and 
competencies (Boudreau & Ramstad, 2003; Lawler, Levenson & Boudreau, 2004) 
In a nutshell, being a strategic partner means that HR should participate in the business 
planning process, with greater understanding of business problems and opportunities 
(Becker, Huselid & Ulrich, 2001). HR can enhance programme success in organisations 
through the efficient execution of their HR functions such as talent management, 
workforce planning, skills assessment, and succession planning, retraining and diversity 
management (Keith, 2007). Being a strategic partner did not mean HR should abort its 
daily routine; however they should take an active role in the business planning and 
execution of those plans, with a main focus on the human capital of the organisation as 
a source of competitiveness (Lawler, 2005; Ulrich, 1997; Becker, Huselid & Ulrich, 
2001). 
2.4.2 How does HR strategy interface with strategic business planning 
According to Fisher, Schoenfeldt and Shaw (2006), strategic business planning involves 
the top executives of organisations to sit down to examine the current and the future 
state of the organisation. The results of a strategic planning session would be that the 
organisation would know what they want to achieve in a period of time including the 
methods to get there and find solutions to possible challenges they may face (Fisher, 
Schoenfeldt & Shaw, 2006). 
The organisation‟s mission statement is very important during the process of strategic 
planning because it keeps people focused on the organisation‟s reason for being 
established (Fisher, Schoenfeldt & Shaw, 2006). Therefore, the strategic planning 
session would be about how the organisation could leave its purpose with regards to the 
resources available for utilisation, and challenges as well as opportunities in and around 
the organisation‟s context (Fisher, Schoenfeldt & Shaw, 2006). The human capital of the 
organisation was one of the most important resources which could drive the 
organisation to success or failure. Therefore HR practices such as staffing, performance 
management, compensation, training and development, employee participation and 
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individual employee productiveness were important in the implementation of the 
business strategy (Fisher, Schoenfeldt & Shaw, 2006). 
Staffing practices of the organisation were also important for the execution of business 
strategies (O‟Malley, 2000). The quality of the talent an organisation recruited would 
determine its ability to execute its strategies successfully (O‟Malley, 2000). During 
strategic planning attention was also paid to the human capital requirements of the 
business plan (O‟Malley, 2000; Fisher, Schoenfeldt & Shaw, 2006). Some business 
plans required competencies which might not be available within the organisation 
(Fisher, Schoenfeldt & Shaw, 2006).The HR staffing strategy should therefore be 
devised to get the required labour from the labour market. Some talents might not be 
available in the local labour market,as a result the organisation should be ready for such 
challenges by recruiting from other labour markets (Fisher, Schoenfeldt & Shaw, 2006). 
Performance management was a very important tool in the implementation and 
execution of a business strategy.  Therefore, during the strategic planning performance 
measures should be established to guide behaviour during business conduct 
(Armstrong, 2010; Brinkerhoff & Apkin, 2001). Every business strategic goal set during 
strategic planning could be achieved through performance; as a result clear 
performance expectations from employees, including performance appraisals, would 
play an important role in the achievement of the goals of an organisation (Armstrong, 
2010; Brinkerhoff & Apkin, 2001). Performance practices should therefore reinforce and 
drive behaviour towards the attainment of organisational goals (Fisher, Schoenfeldt & 
Shaw, 2006). 
Compensation was also another important tool used by an organisation to drive 
business strategies through the motivation of acceptable behaviour and the rewarding 
of the required behaviours (Milkovich & Newman, 2008). According to Snell and 
Bohlander (2010) compensation was the strategic tool organisations could use on 
employees in ways that enhanced motivation and growth, while at the same time 
aligning their efforts with the objectives, philosophies and culture of the organisation. 
Compensation was important because it would determine the quality of employees that 
would be needed to join the organisation (Milkovich & Newman, 2008).Compensation 
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helped organisations in retaining the critical talent that was needed in driving the 
business strategy (Milkovich & Newman, 2008). 
Training and development was another HR practice which was important in delivering 
the business strategy (Buckley & Caple, 2004; Fisher, Schoenfeldt & Shaw, 2006). 
Some organisations did not invest in training and development because they sought to 
hire experienced employees and heroes from the labour market (Buckley & Caple, 
2004). Irrespective of an organisation hiring experienced employees, training and 
development would still be vital on two grounds firstly, organisations differed in practices 
and operations, as a result successful behaviours in one organisation could not be a 
guarantee of success in another organisation.  Therefore, all employees should be 
trained so that they can excel in that new environment. Secondly, most employees 
needed organisations that developed its employees by offering development 
opportunities (Fisher, Schoenfeldt & Shaw, 2006). 
According to Edward, Gerald and Susan (1998), employee participation was important 
in the execution of the organisation‟s strategy. Employees were more likely to cooperate 
and to be committed to the goals if they were involved in the setting of the goals. This 
could be done through representative participation, where an employee representative 
spoke on behalf of the employees during strategic planning or this could be done 
through direct participation in which every employee contributed directly to the process 
(Edward, Gerald & Susan, 1998). Employee participation gave employees a sense of 
ownership and motivates acceptable behaviour because they would feel their 
importance was being recognized in the organisation by not wanting to fail the 
organisation which proved that it was worth consulting with them (Fisher, Schoenfeldt & 
Shaw, 2006; Edward, Gerald & Susan, 1998). 
The HR strategy interfaced directly with business planning because every decision 
taken by the organisation needs to be executed by its employees (Fisher, Schoenfeldt & 
Shaw, 2006). There were three broad objectives of business strategies which could 
impact or are impacted on by HR strategy and these were cost-cutter business strategy, 
efficiency driven strategy and quality focused business strategy (Milkovich & Newman, 
2008). If an organisation‟s strategy sought to reduce costs in the organisation, the HR 
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functions would be cost-cutters while an organisation whose strategy was to foster 
efficiency and the production of quality goods, the HR department could be a source of 
competitiveness, and this would lead to the use performance related pay, innovation 
incentives and the training and development of employees amongst other practices. 
The issues presented above bear a testimony of how HR strategies interface directly 
and indirectly with business strategic planning (Fisher, Schoenfeldt & Shaw, 2006; 
Ulrich, 1997). 
Given the link between HR strategy and business strategic planning, the importance of 
involving HR in strategic planning sessions should be reinforced. This is possible and 
achievable mainly if the business strategic planning was done for the organisation by 
involving its internal executives (Fisher, Schoenfeldt & Shaw, 2006). Some 
organisations utilize external experts for their strategic planning and when these 
external consultants are used there is little room for HR professionals or managers to be 
involved in the strategic planning (Fisher, Schoenfeldt & Shaw, 2006). It is also 
important to afford HR representatives equal powers with other players in the strategic 
planning so that they can steer the strategic process effectively and they should 
contribute on all facets of planning from finance, production and lead HR issues in its 
discussions and decisions (Fisher, Schoenfeldt & Shaw, 2006). 
2.4.3 HR department’s contribution to a business 
The traditional HR functions add value in organisations by designing HR systems which 
would generate organisationally correct behaviours, recruiting, training and 
development, compensating employees, and by facilitating career development for the 
employees (Wright, 2008). According to Lockwood (2006) the reason for measuring the 
contribution which HR made to the business was to improve the organisation‟s bottom 
line. The traditional HR functions made contributions towards the business could be 
measured using direct counting of achievement in each HR activity (Lockwood, 2006; 
Fisher, Schoenfeldt & Shaw, 2006). The traditional functions of HR include labour 
relations, recruitment and selection, training and development, compensation, and the 
administration benefits and retirement funds (Lockwood, 2006; Fisher, Schoenfeldt & 
Shaw, 2006). 
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The labour relations aspect of HR functions can be measured by counting the number 
of disciplinary hearings conducted as well as the number of disciplinary hearings, and 
the value could be deduced according to the number of employees who were being 
punished (Lockwood, 2006). Grievances settled in an organisation were also a measure 
of the HR contribution, including the number of industrial conflicts or disputes settled by 
the HR department without any disruption to production in the organisation (Fisher, 
Schoenfeldt & Shaw, 2006). Therefore the value of the labour relations function of HR in 
organisations could be determined by the number of cases the department handled. To 
that end the traditional HR function added value by designing HR systems which 
generated organisationally correct behaviours (Lockwood, 2006; Fisher, Schoenfeldt & 
Shaw, 2006). 
The traditional HR value was also measured using the time the HR department used 
before filling a job opening; the number of people trained every year; the compensation 
and benefit costs for the organisation; training cost for each employee, turnover costs 
for the organisation; and the skill levels in an organisation (Fisher, Schoenfeldt & Shaw, 
2006). HR was viewed to be adding value in organisations if the function was quick to fill 
job vacancies, train more employees at a lower cost, and reduce the turnover to lower 
levels (Lockwood, 2006). According to Lockwood (2006), the maintenance of 
organisational capability was also a very important measure of value addition for the HR 
function by keeping the organisation‟s skill and competencies high. The contributions 
HR functions added to the business were generally measured by the time and cost, and 
also the effectiveness of HR intervention such as training and development (Fisher, 
Schoenfeldt & Shaw, 2006). The HR function was purely an administrative support role 
towards line managers (Lockwood, 2006). 
In an environment driven by change, HR in the 21st century is assessed against its 
ability to drive organisations towards success, where there are high levels of 
uncertainties for businesses, costs are rife, and rapid technological changes, constantly 
change the business landscape (Francis & Keegan, 2008; Ulrich, 1997). These factors 
bring about a competitive challenge for the HR department. Businesses are shedding 
those operations which are not adding value and outsourcing those functions which can 
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be done by external contractors in a more cost effective way. The other HR challenge is 
to move from an administrative support service towards being a strategic partner since 
most of its functions can be outsourced to external contractors (Ulrich, 1997). Most of 
the HR functions which are being outsourced include recruitment and selection, 
administration of benefits, medical aid, and training and development (Greer, 
Youngblood& Gray, 1999; Ulrich, 1997). 
If HR did not shift from its traditional roles and thinking, it would head for demise 
because there would be nothing left for HR professionals in organisations (Keith,2007). 
Lockwood (2006) argued that, with many HR functions increasingly being outsourced to 
external contractors, credibility for HR could only be earned through activities and 
outcomes that resulted in deliverables that support and result in business success. 
Ulrich and Lake (1990) proposed that in delivering the business partnership; HR should 
spend time with customers and clients in order to be able to respond to their needs. HR 
should also participate in business planning, meet and give informed input regarding 
strategies, technological and financial capabilities (Ulrich & Lake, 1990).Above all, HR 
should understand business conditions and demonstrate competencies in business 
knowledge, particularly in customer relations, the delivery of world class management 
practices and also the management of change. However, Armstrong (2011) posited that 
business partners were there to help line managers attain their goals through the use of 
HR, as a result of that the position of a business partner could be embedded in the line 
function or the business unit not necessarily in the HR department (Rothwell & 
Benscoter, 2012; Ulrich 1997; Fisher, Schoenfeldt & Shaw, 2006). 
The shift of HR from an administrative role towards strategic activities had also resulted 
in new key performance indicators (KPIs) for HR to be formulated to measure the HR 
department‟s contribution in the organisation (Lawler & Mohrman, 2003). The value 
adding activities which are very important to the function include its role in helping 
organisations during strategic planning processes (Fisher, Schoenfeldt & Shaw, 2006). 
The HR departments or professionals should also help senior executives; decide 
between the best strategic options, plan the implementation of strategies devised from 
business planning, design ways for achieving strategic success, identify other business 
43 
 
prospects, assess the organisation's ability to execute business strategies, plan for 
implementation of the strategies placing the preconditions for take-off in place, evaluate 
possible merger and acquisition strategies, play with the corporate board on business 
strategy, and recruit and develop the talent needed for the implementation of the 
business strategy (Lawler, Boudreau & Mohrman, 2006; Ulrich, 1997). 
According to Brewster, Carey, Dowling, Grobler, Holland and Warnich (2009), the value 
which HR adds as a strategic partner could be divided into three main facets and these 
are: the shareholders‟ value added, the customer value added, and the employee value 
added. The shareholders‟ value added can be measured by the profits which the 
organisation makes as a result of HR‟s activities and its involvement as a strategic 
partner (Ulrich, 1997). The customer value added refers to the extent to which customer 
service goals are met and the employee value added is determined by the degree to 
which the organisation is meeting its employee expectations (Ulrich, 1997). As a 
strategic partner HR‟s contribution is measured from the gains which the entire 
organisation‟s stakeholders are realizing (Ulrich, 1997). 
According to Ulrich (1997) the core important process in which HR should contribute 
towards adding value to the organisation, included the efficiency and speed in which the 
business responded to the needs of its customers. This may include the time which a 
product takes from being ordered to the time it was delivered into the hands of the 
customer (Ulrich, 1997). Innovation was very important if the organisation was to remain 
in business as HR‟s policies should promote innovation amongst the employees and 
reward them according to innovative ideas (Ulrich, 1997). Supplier relationships were 
also very important in organisational success because if good relationships were 
maintained with suppliers the organisation would have a competitive advantage over its 
competitors (Ulrich, 1997). These activities were also used to measure the value the 
strategic HR added in an organisation even though the contribution of the HR functions 
in those activities was sometimes very difficult to quantify but in general if an 
organisation succeeded in those aspects HR was seen to be successful as well (Ulrich, 
1997). 
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2.4.4 Obstacles to the changing role of HRM 
Many organisations and its HR departments want their functions to be value adding.  
Research by Lawler and Mohrman (2003) has shown that HR departments can actually 
add more value to their organisations as strategic partners rather than as a support 
service to line management. According to research done by Lawler and Mohrman 
(2003), it revealed that irrespective of the desire and need for HR functions to shift from 
an administrative role towards a more value adding strategic approach, not much has 
changed in the field of HR as many organisations were still stuck in their traditional HR 
roles (Lawler & Mohrman, 2003). These findings point to the existence of obstacles to 
the changing role of HR management (HRM) in organisations. The obstacles to the 
changing role of HR can either be internal in the HR department or external. The 
external factors are mainly hard to change or overcome in the process of change 
(Ulrich, 1997). 
According to Keith (2005) HR is the business function with the utmost potential, the 
crucial driver of organisational performance and success, but be that as it may, the HR 
function was also the one that most consistently under-delivered. In his article “Why we 
hate HR”, Keith (2005) attacked HR vehemently for its failures mainly in delivering the 
business partnership model which he believed was narcissist. Over and above the critic 
Keith (2007) further reiterated that HR was heavily populated with people who did not 
have the capabilities and competencies to be business partners. The lack of 
competencies and skills in HR appears to be the main obstacle in the changing ofthe 
roles of HR (Keith, 2007). Most employees in the HR functions were bureaucrats who 
were good at following procedure and doing their everyday administrative duties and 
nothing outside that box.  Therefore, organisations whom were willing to change its HR 
function from an administrative role also has to populate the function with employees 
who would be competent enough for the task (Wright, 2008). 
The lack of knowledge on how to proceed confronts many organisations whom were 
willing to change their HR functions into delivering strategic roles(Lawler &Mohrman, 
2003). The competencies and duties which HR as a strategic partner should play were 
too wide and varied. However, Ulrich (1997) posited that the functions should be those 
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of a change agent, an employee champion, strategic partner and an administrative 
expert as these were the responsibilities of an HR business partner. The Corporate 
Leadership Council (CLC) (2008) researchers posited that the strategic business 
partner should execute roles of an operations manager, emergency responder, 
employee mediator and strategic partner. Contrarily, Boudreau and Ramstad (2003), 
Lawler, Levenson and Boudreau (2004) identified the strategic partner role as being 
more than those of a business partner. Given the confusion presented by different 
authors for the future desired state of HR, most organisations were being lost in the 
rhetoric of the concepts. The new role of HR brought huge loads of work to HR 
departments so that some of the traditional roles of HR should be used to attract the 
attention of the HR departments towards their new strategic roles (Lawler & Mohrman, 
2003; Keith, 2007; Ulrich, 1997). 
The biggest obstacle facing HR professionals as they try to move from an administrative 
role towards a more strategic role was derived from the senior management‟s view of 
HR departments and the business strategy (Keith, 2007). According to Ulrich (1997) HR 
should establish a seat for itself at the table where business decisions were being made 
in order to influence those decisions.  Nevertheless, Keith (2005) argued, most “HR 
professionals have not got that seat yet and the seat is locked in a conference room to 
which HR does not have key‟‟. The key to the table which HR needs to have a seat on, 
was in the hands of the executives of the organisation and the behaviour of the 
executives was determined by the business strategy of the organisation. It is very 
important to note that if HR was not accepted as a partner by the executives there was 
nothing HR could do on its own because the power rests with the executives (Keith, 
2007). However, it was the job of the HR professionals to convince the executives that 
giving HR a seat at the table would enhance organisational success. The business 
strategy could also hinder the changing role of HR, because the strategic partner role 
can only excel in organisations who viewed their employees as the source of 
competitiveness.  However, if the strategy did not identify employees as the source of 
competitiveness, HR could not be afforded a strategic role within the organisation 
(Ulrich, 1997; Lawler & Mohrman, 2003).   
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The obstacles to change in the role of HRM were varied, but the ones discussed above 
were however the most salient that were discovered in the field. These challenges could 
be categorized as either internal to the HR function or they could be external to the HR 
function (Ulrich, 1997). Those challenges internal to the HR function were easy to 
overcome whilst those external to the function could be difficult to overcome (Fisher, 
Schoenfeldt & Shaw, 2006). 
2.4.5 Achieving strategic roles for HR in business organisation 
Achieving a strategic role for HR has been an issue which was debated extensively by 
various authors based on the assumption that HR added more value when it was taking 
a strategic role in an organisation (Lawler & Mohrman, 2003). Credibility of the people in 
the HR function should be established before those people could be afforded strategic 
roles in the organisation (Young, Ulrich, Brockbank & Ulrich, 2012). HR professionals 
should be known to be good at what they do to an extent that other functions in the 
organisation would want to work with the HR professionals in their functions (Younger et 
al., 2012). According to Younger et al. (2012), there were six domains which defined the 
skills and knowledge HR functions should possess if they were to achieve a strategic 
role in the business organisation. These domains were that of the strategic positioner, 
credible activist, capability builder, change champion, human resource innovator and 
integrator, and technology proponent (Younger et al., 2012). 
According to the CLC (2008), HR professionals could achieve strategic roles in 
organisations if they had knowledge and skills to deal with operations management in 
HR issues, execute the activities of a strategic partner efficiently and effectively, 
execute strategic partner emergency responder activities, and execute the role of 
employee mediator efficiently. Once these activities were executed effectively by HR 
professionals they would be adding real value to the organisation as a strategic 
business partner in the organisation (Younger et al., 2012). 
Using the domains from Younger et al. (2012) and the four roles from the CLC (2008), a 
set of activities which can aid HR to achieve the adding and execution of strategic roles 
in organisations, could be outlined. In most of these ideologies there might be overlaps 
so that attempts would have to be made to consolidate the functions to come up with a 
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set of activities and roles which could result in the enhancement of a strategic 
partnership in an organisation (Younger et al., 2012). However, the ability of HR to 
respond quickly to employee needs, employee complaints, line managers‟ questions 
and needs, there was a prerequisite for managers and employees to have faith that the 
HR function would add value to the organisation before they could consider it as a 
strategic partner (Younger et al., 2012; CLC, 2008). 
Most authors argued that HR should partner with line management if it was to be a 
strategic partner in the organisation (Ulrich & Brockbank, 2005; Lawler & Mohrman, 
2003; Francis & Keegan, 2006). Line managers would only accept to work with HR 
professionals if they were credible activists, who had knowledge about the business 
context in which it was operating (Younger et al., 2012). HR could build credibility in the 
eyes of line managers if they had a history of doing their activities well without 
compromising. When a credible relationship had been established between operations 
managers and HR professionals, the next step for HR would be to know their 
responsibilities within the operation manager‟s activities (CLC, 2008). HR‟s involvement 
in the operation manager‟s job would be to: assess employee attitudes to determine 
satisfaction and motivation, communicate organisational culture to employees, 
communicate policies and procedures to employees, ensure HR programmes were 
aligned with the culture of the organisation, keep the information updated on HR 
initiatives, and track trends in employee behaviors to determine the needs and 
deficiencies at work (CLC, 2008; Younger et al., 2012). 
Francis and Keegan (2006) were of the view that technology was an important factor 
which could be leveraged to help HR departments towards the achievement of effective 
business partnerships. Through the utilization of HR software, the administrative 
function could be implemented efficiently and effectively, affording HR professionals 
time to concentrate on their strategic roles and functions (Francis & Keegan, 2006). 
Technology could also be used as a boundary spanner between HR activities and what 
would be happening at the production line through surveillance and information sharing. 
This was important because HR as a strategic partner should always know what was 
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happening at all the functional areas of the business (Younger et al., 2012; Francis & 
Keegan, 2006). 
HR should take a proactive role in the organisation as an innovator and integrator 
(Younger et al., 2012). Younger et al. (2012) also posit that HR should improve the 
human capital of the business through workforce planning and analysis.  HR should not 
wait for line managers to come running to their office with someone who needs training 
but should take a proactive role in delivering their functions. Through its practices HR 
should lead in driving performance, developing talent in the organisation and building a 
unique and powerful leadership brand (Younger et al., 2012). If HR excelled in these 
activities it would be a SBP in the organisation, but the problem in most organisations 
was that HR departments waited for line management to bring a problem to them before 
they reacted (Younger et al., 2012). 
Younger et al. (2012) revealed that HR should also execute the employee mediator role 
efficiently and effectively to ensure there was harmony and good working relationships 
that prevailed in the organisation. This could be achieved when HR professionals and 
departments managed problems well with competing personalities in the organization 
when there was conflict between employees and conflict between managers (CLC, 
2008). Conflict was inevitable in an organisation and therefore needs to be managed so 
that it would not escalate to destructive levels (CLC, 2008). Change management was 
also a very important aspect of the HR role, as the HR professionals should initiate 
change in organisations and sustains it as well. HR‟s responsibility in managing change 
alone was a strategic role in the organisation and if HR owns change management they 
could be seen to be strategic partners (Younger et al., 2012; Ulrich, 1997).  
In a nutshell, HR as a strategic partnership is generally concerned about HR 
professionals and departments taking on an active role in the strategic business 
planning and in the delivery of business goals and objectives (Ulrich, 1997). HR 
departments can only assume a strategic partnership role in an organisation if the 
organisation‟s human capital was the source of competitiveness (Keith, 2007). HR 
departments and professionals could contribute strategically in an organisation if their 
HR strategies were tailored to the business strategy (Ulrich, 1997).  Since the genesis 
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of the strategic partner model, new key performance indicators emerged for HR 
functions which were different from the traditional administrative HR function (Ulrich, 
2007; Lawler III & Morhman, 2003). The shift in the measurement of HR‟s contribution 
to the business is caused by the fact that most of the administrative functions of HR 
could be done more efficiently and effectively by external independent contractors 
(Keith, 2007). Transforming HR from its traditional function towards a strategic 
partnership was met with challenges for both HR professionals and organisations 
(Lawler III & Morhman, 2003; Ulrich, 1997). Be that as it may, HR should have credibility 
in the eyes of its customers, and knowledge about the business and its stakeholders in 
order to effectively execute strategic partnership roles in organisations (Younger, Ulrich, 
Brockbank & Ulrich, 2012; Keith, 2007).  
2.5 Roles and competencies of a strategic business partner 
HR departments and professionals would have new different roles as SBPs were added 
to their administrative functions (Inyang, 2010). HR departments as SBPs would focus 
on roles that aligned HR practices and policies with the business objectives of an 
organisation to achieve better business (Ulrich, 1997; Inyang, 2010; Lawler & Mohrman, 
2003). To that end, Ulrich (1997) identified four roles which HR as a strategic partner 
should practice and these were: strategic partner, employee champion, change agent 
and administrative expert. Wright (2008) argued that HR should also work as internal 
consultants within the organisation by helping line managers to deliver business results. 
The Corporate Leadership Council (CLC) (2008) identified four roles for HR as a SBP 
namely, operations manager activities, strategic partner activities, emergency responder 
and employee mediator. Therefore, by combining the roles identified by Ulrich (1997) 
and the roles identified by the CLC (2008), it could be concluded that the main roles for 
SBPs were that of strategic partner, operations manager activities, emergency 
responder, change agent, administrative expert, employee mediator and champion as 
well as that of internal consultant (CLC, 2008; Ulrich, 1997; Wright, 2008). 
2.5.1 Operations manager activities 
HR business partners work in partnership with operations managers to get the best out 
of the employees for the organisation (CLC, 2008). According to CLC (2008, p. 3), the 
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roles which HR business partners played as they work with the operations manager 
were as follows: “assessing employee attitudes; communicating organisational culture 
to employees; communicating policies and procedures to employees; ensuring HR 
programs are aligned with culture; keeping the line updated on HR initiatives and 
tracking trends in employee behaviours”. This role of HR practically engaging with 
employees would make the organisation more effective since line management wouldbe 
concentrating on their work without having to solve people‟s problems which they would 
not be good at (CLC, 2008). 
2.5.2 Strategic partner roles 
Rothwell and Benscoter (2012), claimed that the HR strategic partner roles had a wide 
range of variations from organisation to organisation. Ulrich (1997) and Lemmergaard 
(2009), argued that the strategic partner role of HR departments and professionals was 
about turning strategies into actions mainly because most strategies which 
organisations devised were poorly executed or implemented. Rothwell and Bescoter 
(2012) revealed that the strategic roles of HR included shaping the business strategy of 
an organisation, the development of a HR strategy which would be in line with the 
business strategy and aligning HR activities with HR strategies (Lemmergaard, 2009; 
Ulrich, 1997). HR professionals engaging in the strategic partnership roles were 
charged with the responsibility to ensure that: all HR strategies were implemented as 
planned; the policies and HR strategies served the interest of employees, customers 
and shareholders; aligning HR plans to business plans and creating organisational 
capabilities needed for success (Ulrich, 1997).  
To this end, CLC (2008, p. 3) listed the activities of HR strategic partner activities as 
follows: “adjusting HR strategies to respond to changing needs; developing the next 
generation of leaders; identifying critical HR metrics; identifying new business 
strategies; identifying talent issues before they affect the business; prioritising across 
HR needs; redesigning structures around strategic objectives; and understanding the 
talent needs of the business”. CLC (2008) provides clearer and more objective roles for 
strategic business partners than Ulrich (1997), where the CLC also included important 
emerging roles for HR such the development of the next generation of leaders for the 
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organisation and strategic choices which HR should make in prioritising HR activities in 
an organisation. 
2.5.3 Change agent role 
Kim and Ryu (2011) point out that, when organisations are undergoing a process of 
change, to keep up with the changing needs and expectations of consumers as a result 
of globalisation and technology advancement, employees might have to develop 
counter-productive feelings about change caused by fear of the unknown, rumours, 
suspicions and incomplete information. The difference in the understanding of the 
concerns for the reasons and the desired end product of change between employees 
and managers, results when managers and change agents fail to communicate the 
reasons and the benefits of the change process clearly to the employees (Kim & Ryu, 
2011). HR business partners are responsible for organisational change and 
transformation (Ulrich, 1997; Kim & Ryu, 2011). HR business partners as change 
agents have a responsibility to make sure that the organisation keeps up with the 
changes in the external business environment (Ulrich, 1997). HR business partners 
have a responsibility to lead top management in achieving organisational change goals 
while at the same time ensuring that employees are committed and motivated to the 
change process (Kim & Ryu, 2001). To that end HR SBPs should develop HR practices 
and policies which are easy to change. They have a responsibility to widen the skill 
base of employees in an organisation so that flexibility of roles can easily be achieved 
during the change process and the HR business partners have the responsibility to 
manage cultural and behavioural change in the organisation as change agents (Ulrich, 
1997; Kim & Ryu, 2011).  
2.5.4 Emergency responder role 
The CLC (2008) acknowledged that HR professionals need to be proactive in all cases; 
however, there will be some unforeseen circumstances and situations which may 
emerge in an organisation with regard to the employees. These unforeseen 
circumstances require HR business partners to take the role of emergency responders 
within organisations (CLC, 2008). The CLC (2008, p. 3) listed the activities of HR 
business partners as emergence responders in an organisation and these activities are: 
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“preparing for different situations; quickly responding to complaints; quickly responding 
to line managers queries and needs; responding to employee’s needs; and responding 
to managers needs in relations to employees”.  
2.5.4 Employee champion and mediator 
According to Keegan and Francis (2010) and Lemmergaard (2009), the employee 
champion role of HR strategic business ensures that employee expectations and needs 
are served by the organisation. However, in an Unionised environment, this role is 
usually taken by trade unions which act as employee advocates, fighting for the needs 
and rights of employees in the workplace. Nevertheless, HR is charged with a 
responsibility to ensure that the organisation gets the best out of the employees and this 
can be achieved only if the employees are motivated and satisfied with their jobs 
(Keegan & Francis, 2010; Lemmergaard, 2009). To that end, Ulrich (1997, p. 125) posit 
that “employee contribution becomes a critical business issue because in trying to 
produce more output with less input, companies have no choice but to try to engage not 
only the body but the mind and soul of every employee”. As an employee champion, 
employees rely on HR professionals as their representatives in the organisation 
advancing their needs; however this role is a challenge for business partners because 
HR will be caught in between the employer‟s demands to maximise gains and 
employees demands to maximise earnings (Keegan & Francis, 2010; Ulrich, 1997). 
HR business partners should also play the role of employee mediator when conflicts 
and differences arise between employees as well as between employees and managers 
or employer, (CLC, 2008). This role is very important because conflict is inevitable in 
organisations (Bagshaw, 1998). CLC (2008, p. 3)) identified the activities of an 
employee mediator as follows: “managing competing personalities in the organisation; 
managing conflict between employees; managing conflict between managers; 
responding to organisational conflicts resulting from change; and resolving political 
problems in the execution of business plans”. HR professionals as employee mediators 
would help employees to air their concerns without fear and contribute to organisational 
peace because their differences would be resolved (Bagshaw, 1998; CLC, 2008). 
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2.5.5 Administrative expert role 
Lemmergaard (2009) and Ulrich and Brockbank (2005), revealed that the administrative 
expert role of strategic business partners was concerned with efficient and effective 
delivery of HR roles such as training and development; recruitment and selection, and 
pay and benefits administration. According to Lemmergaard (2009), HR departments 
utilised technology to deliver HR practices effectively and efficiently as administrative 
experts. Keegan and Francis (2010) revealed that HR administrative experts were 
charged with the responsibility to deliver HR practices in a cost effective and 
technological manner. Lemmergaard (2009) identified this as being very useful in 
reducing costs. The HR professionals have a responsibility to come up with policies and 
practices which made it easier to deliver HR functions and activities efficiently and 
effectively (Keegan & Francis, 2010; Lemmergaard, 2009; Ulrich, 1997). Therefore HR 
should be able to deliver its traditional functions efficiently and effectively and by doing 
that value would be added since employee performance relied heavily on the HR 
functions such as training and development and rewards (Ulrich, 1997; Lemmergaard, 
2009).  
2.5.6 HR competencies to deliver business results  
Armstrong (2012, p. 90), defined “competencies” as referring to the “underlying 
characteristics of a person that results in effective or superior performance” According 
to Boyatzis (1982) in Armstrong (2012), competencies were a range of factors which 
was important in performing job tasks resulting in that they could distinguish poor 
performers from high performers. According to Armstrong (2012) there were three types 
of competencies which were important in organisations and these were behavioural 
competencies; technical competencies and qualification or education. Behavioural 
competencies define the type of behaviour that was important to execute a job or a role 
efficiently and effectively (Armstrong, 2012). Technical competencies were identified by 
the knowledge and skills individuals needed to perform their roles effectively 
(Armstrong, 2012).Educational competencies revealed the minimum educational 
requirement needed for an individual to execute a task (Armstrong, 2012). 
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According to Younger, Ulrich, Brockbank and Ulrich (2012), the competencies needed 
for HR to deliver business results could be categorised under three subheadings and 
these were business, HR and Consulting. Under business competencies an HR 
professional was expected to have great knowledge about the organisation‟s business, 
its customer expectations, commercial awareness and should be able to align business 
strategy with organisational operations (Younger et al., 2012). The HR competencies 
that were required from HR professionals included the ability to manage labour relations 
effectively in order to maintain good working environments; having knowledge of 
employment laws; having HR expertise in HR functions; being able to develop HR 
metrics and managing change, (Younger et al., 2012). The last category of 
competencies identified by Younger et al. (2012) was consulting capabilities which 
require an individual HR professional to be a trusted advisor, a facilitator and a coacher, 
a broker, being able to influence decisions, a good leader and a project deliver. The 
competencies needed to perform tasks effectively differ with the level at which the 
person would be operating in the business context. HR departments needed to be a 
strategic positioner at an organisational level. All HR departments needed 
competencies such as being a capability builder, technology proponent, change 
champion and HR innovator and integrator; and at an individual level, HR professionals 
should be credible activists (Younger et al., 2012). 
2.5.7 Strategic positioner and contributor 
HR professionals act as strategic positioners as they design organisational practices 
taking reference from the external business environment (Younger et al., 2012). When 
HR plays this role they need to be highly knowledgeable on the external business 
realities so that they can craft policies which would give an organisation a competitive 
edge (Younger et al., 2012; Ulrich, 1997). By being strategically positioned, it was highly 
important for HR professionals to have extensive knowledge on social, economic, 
political, environmental and demographic trends in which the organisation operates 
(Younger et al., 2012). According to Younger et al. (2012) HR professionals as strategic 
positioners also needed competencies to interpret global business context; decode 
customer expectations; and co-craft strategic agendas with other operation leaders in 
the organisation (Ulrich, 1997). 
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2.5.8 Credible activist 
HR professionals need to be credible in the eyes of line managers and employees alike 
for them to become effective strategic business partners in an organisation (Grossman, 
2007; Younger, 2012). According to Younger et al. (2012) credibility was achieved if the 
HR professionals had a history of doing what they should with excellence, therefore the 
past working relationships between HR and employees determined if HR professionals 
could be credible (Gittell, 2004). HR as credible activist should therefore have 
competencies to earn trust through results; influencing and relating to others, improving 
others through self-awareness, and should be able to shape the profession of HR 
(Younger et al., 2012; Grossman, 2007). 
2.5.9 Capability builder 
Organisational capabilities determine success or failures in the business environment 
(Ulrich, 1997). According to Younger et al. (2012, p. 5) “capabilities represents what an 
organisation is good at and known for that represents an organisation’s organisational 
institutional strength and the reputation that the organisation has relative to those 
strengths”. HR professionals should be competent to build organisational capabilities 
which would enable the organisation to outcompete its counterparts in business (Ulrich, 
1997; Younger et al., 20120. HR professionals should therefore be able to capitalise 
organisational capabilities, align the organisation‟s strategy, culture and behaviour, and 
create a meaningful work environment (Younger et al., 2012; Ulrich, 1997). 
2.5.10 Champion change 
Managing change is of the major roles of HR business partners and as such 
competencies to manage change are very important to HR professionals engaging in a 
business partnership (Armstrong, 2012). HR professionals should be competent enough 
to initiate, maintain and reinforce organisational change (Ulrich, 1997). According to 
Younger et al. (2012), initiating and sustaining change was the main competence 
required from HR in their role as change agents. HR could be change champions if they 
can keep their organisational change process in line or ahead of external changes in the 
business environment. Therefore, HR would need to be creative and proactive in its 
approaches to change (Younger et al., 2012; Ulrich, 1997). 
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2.5.11 HR function delivery 
HR delivery competence are important for HR professionals either practising as 
business partners or as specialists (Armstrong, 2012). HR professionals should have 
the ability to be innovative in their HR deliverables be it performance management, 
training and development, rewards and benefits administration, or staffing, in order to 
keep up with business demands and challenges (Younger et al., 2012; Armstrong, 
2012; Ulrich, 1997). HR professionals can deliver value if they can come up with new 
practices which can serve their customers better and at the same time the ability to 
integrate old and new practices is vital towards the achievement of business results 
(Younger et al., 2012). According to Younger (2012), HR professionals should be 
competent in improving the organisation‟s human capital through workforce planning 
and analytics, develop, attract and retain talent, improve performance, and build a 
unique leadership brand.  
2.5.12 Technology proponent 
HR professionals should be able to leverage technology to effectively deliver the HR 
administrative function efficiently (Ulrich, 1997; Younger et al., 2012). Technology can 
also be used to deliver the strategic roles of HR through effective communication 
methods, which would keep people connected in an organisation making it easier for 
HR and line managers to work together, even if they were not in the same location 
(Younger et al., 2012). HR professionals can create and brand the organisation as an 
employer of choice and leverage social media to position the organisation‟s image in the 
eyes of its customers and prospective employees without having to travel long 
distances to talk about their organisations (Younger et al., 2012). Therefore, HR 
professionals should have the competencies to improve the utility of HR operations by 
integrating technology into their processes, connect people through technology, and 
leverage social media for the good of the organisation at a lower cost (Ulrich, 1997; 
Younger et al., 2012).  
2.6 Impact of organisational culture on HR business partnership 
The delivery and implementation of the HR SBP in the organisation is done in line with 
the culture of the organisation. It is very important to understand what organisational 
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culture really is before one could understand the impact it could have on the 
implementation and execution of HR business partnership behaviours and roles in the 
organisation. In the work of Schein (2010, p. 18), culture was defined “as a pattern of 
external adaptation and internal integration, which has worked well enough to be 
considered valid and, therefore, to be taught to new members as the correct way to 
perceive, think, and feel in relation to those problems”. Schein (2010) further posited 
that culture was a result of collective experience resultantof a shared set of assumptions 
about how things should be done and how parties should relate within their structures. A 
wide range of authors, scholars and professionals ascribed many definitions to the 
concept of organizational culture (Dwyer, Teal & Kemp, 1998). Deal and Kennedy 
(1982), in Dwyer, Teal and Kemp (1998, p. 26), viewed organisational culture as “the 
philosophy that guides an organisation’s policy towards employees and its customers” 
Pascale and Athos (1981), in Dwyer, Teal and Kemp (1998), revealed that 
organisational culture was about how things were done in an organisation; and Schein 
(2010), and Hayes and Herzoy (2006) defined organisational culture as the basic 
assumptions and beliefs that are shared by organisational members. Line (1999) further 
argued that every organisation had a culture whether it was aware of it or not.  He 
argued further that culture had powerful influence over the roles and decisions of every 
member in an organisation from the leaders to lower level employees. To that end 
Rashid, Sambasivan and Johari (2003) revealed that culture received much attention in 
the last decade because of its huge impact on organisational success.  
2.6.1 Types of organisational culture 
Thomas (2005) revealed the existence of many types of organisational cultures 
impacting and directing how leaders and employees engage in the process of doing 
work in the organisation. Implementing successful HR programmes called for the 
understanding of organisational cultures since different types of organisational cultures 
required different approaches (Thomas, 2005). Various scholars, authors and 
professionals have identified a variety of organisational cultures which may exist in 
organisations. Cameron and Quinn (2011) posited that there were four types of 
organisational cultures and these were: control (hierarchy), collaborate (clan), compete 
(market) and creative (adhocracy). Ashakanasay, Broadfoot and Falkus (2000), 
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identified four types of culture, using those of Hardy. These could be named to be the 
power culture, role culture, task culture and person or support culture. McNay (1995) 
also posited that there were four types of culture which may prevail in organisations and 
these could includea collegiate culture, bureaucratic culture, innovative culture and an 
enterprise culture. Hellrigle and Slocum (1994) identified bureaucratic culture and 
competitive culture just like McNay (1995) and Cameron and Quinn (2011) did 
respectively, as the existing types of cultures found in organisations.  However, Hellrigle 
and Slocum (1994) added learning culture and participative cultures as the other types 
of organisational cultures.  
Hierarchical, bureaucratic and control organisational cultures emanated from the work 
of German sociologist, Max Weber, and organisations which followed this culture were 
characterised by rules, regulations, specialization, respect of authority, separate 
ownership, impersonality and accountability (Cameron & Quinn, 2011; Dwyer, Richard 
& Chadwick, 2003). The organisation cultures which prevailed in these types of 
organisations called for the formalisation of every aspect of an employees‟ job and the 
workplace would have to be heavily structured (Cameron & Quinn, 2011). Decision 
making is centralised to certain positions in the hierarchy and to that end people with 
power have an absolute control over how work should be executed and procedures and 
protocols have to follow in the production process (Josserand, Toe & Clegg, 2006; 
Cameron, 2011).  The existence of a hierarchical and bureaucratic culture in an 
organisation hinders innovation and creativity since there would be no room for 
employees to think outside the box as they are required to stick to procedures and rules 
while only being allowed to work in their operational areas. Josserand, Toe and Clegg 
(2006) argued that bureaucratic organisations should be refurbished for HR 
departments to execute strategic roles since flexibility was required and HR 
professionals should be working with line managers to implement HR policies and 
programmes (Ulrich, 1997; Josserand, Toe & Clegg, 2006). 
The competitive or market organisational culture was identified by Cameron and Quinn 
(2011) and Dwyer, Richard and Chadwick (2003) as the other type of organisational 
culture which can prevail within organisations. According to Cameron and Quinn (2011, 
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p. 5) the market organisational culture exists in organisations which “operate like a 
market place placing much focus on customers, suppliers, contractors, unions and 
regulations”. The market organisational culture prevailed in an organisation which 
allowed the external market to direct their efforts in pursuit of profits. According to 
Cameron and Quinn (2011) competitiveness and productivity in a market organisational 
culture, was achieved through the proper positioning of the organisation in the market 
place and by controlling its market. Organisations that have a market or that have 
competing organizational culture are flexible to the needs of its clients and suppliers.To 
that end they do not accentuate power and hierarchical control but they nevertheless do 
whatever it takes to remain competitive (Cameron & Quinn, 2011; Dwyer, Richard & 
Chadwick, 2003). HR practices in an organisation with a competing culture will be, 
according to Dwyer, Richard and Chadwick (2003, p. 1012), achievement-focused, 
emphasizing HR and business planning, high organisational and individual 
performance, and efficiency in organisational practices.  
Adhocracy culture was identified as the other type of organisational culture that might 
exist in organisations (Cameron & Quinn, 2011; Dwyer, Richard & Chadwick, 2003). In 
an adhocracy organisational culture, employees are encouraged to be creative and 
innovative to come up with the best ways the organisation could deliver value to its 
stakeholders (Cameron & Quinn, 2011; Dwyer, Richard & Chadwick, 2003). According 
to Dwyer, Richard and Chadwick (2003), the adhocracy organisational culture allowed 
organisational members to take risks, while valuing individual initiatives and the 
employees are motivated by the need for growth, flexibility in their job assignments and 
interesting work. The adhocracy culture is similar to the innovative culture identified by 
McNay (1995). HR strategic business partnership roles can flourish in an adhocracy 
culture because HR professionals are allowed to engage in activities which advance the 
strategy of the organisation, taking part in the process outside the HR function with the 
line managers (Josserand, Toe & Clegg, 2006; Ulrich, 1997).  
The collaborate clan organisational culture was identified by Cameron and Quinn (2011) 
as the other type of culture which exist in workplaces. Dwyer, Richard and Chadwick 
(2003) posited that the collaborate clan culture is an internally focused culture which put 
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great importance on the existence of a friendly workplace where employee morale, 
loyalty and commitment are being viewed as the most important aspects in the 
organisation. In the clan culture employee participation is considered important and 
employees are treated as part of the big family (organisation) (Cameron & Quinn, 2011). 
Dwyer, Richard and Chadwick (2003) revealed that such functions as HRD are 
considered vital and employee participation and is encouraged in the decision making 
and policy formulations within the organisation. 
Handy (1993) in Palmer and Hardy (2000) identified four other important types of 
cultures which prevailed in organisations and these are namely power culture, role 
culture, task culture and person culture. According to Naoum (2001) one of the cultures 
identified in Handy‟s four types of culture might dominate the organisation or these 
cultures may differ from one department to the other within an organisation. Power 
cultures existed where there was a central source of authority and power rested mostly 
in one person (Naoum, 2001; Handy (1993) in Palmer & Hardy, 2000). On the other 
hand, role culture in organisations put more importance in the roles which employees 
were expected to perform in an organisation and these roles would usually be outlined 
in a job description (Naoum, 2001; Handy (1993) in Palmer & Hardy, 2000). The task 
culture in an organisation emphasised the importance of completing the job or executing 
the tasks effectively and efficiently (Naoum, 2001; Handy (1993) in Palmer & Hardy, 
2000). Naoum (2001) further revealed that in a task culture there was no single leader 
however, groups and departments worked on completing their tasks meaning that task 
culture encourages innovativeness and flexibility. The person culture in an organisation 
existed where an individual employee was the most important part of the organisation 
and as a result all the other factors existed to aid the individual (Naoum, 2001; Palmer & 
Hardy, 2000).  
2.6.2 HR strategic business partners and organisational culture 
Using the definition of organisational culture from Pascale and Athos (1981) in Dwyer, 
Teal and Kemp (1998) which viewed culture “as how things are done here”, it can be 
deduced that culture has a profound influence towards the implementation and 
execution of HR as a SBP in organisations. According to Ulrich (1997) there are three 
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positions HR departments or functions occupy in relation to business strategic planning 
in an organisation and these could either be an afterthought, integrated or isolated. 
When HR is considered as an afterthought, these HR departments or professionals do 
not participate in business planning and HR issues would only be discussed when 
business planning has been completed, that is, as an addition to the main planning 
(Ulrich, 1997). However, when HR was integrated in the business planning HR 
professionals or leaders participated as strategic partners in devising and the delivery of 
the business strategy (Ulrich, 1997). An isolated HR function operates as a separate 
entity within the organisation which either provides support services to the main 
organisation by focusing only on HR functions while ensuring that value was added to 
the organisation (Ulrich, 1997). The position, of the three identified by Ulrich (1997),the 
organisation occupies is influenced greatly by basic assumptions and beliefs that are 
shared by organisational members especially its leaders (Hayes & Herzoy, 2006). 
Therefore if it was the culture of an organisation to treat HR as an afterthought or as an 
isolated entity it would be difficult to implement and execute HR business partnership 
roles in an organisation; calling for the change of the organisation‟s culture before the 
implementation of HR business partnership.  
HR as a business partner can be implemented and executed effectively within 
organisational cultures allowing collaboration between employees and between different 
departments. To that end, Josserand, Toe and Clegg (2006) revealed that Strategic HR 
cannot succeed in bureaucratic, hierarchical and control cultures calling for the creation 
of post bureaucratic if the practice is to be effective. Looking at the types of culture 
identified in Handy‟s four types of organizational cultures, it could be said that it would 
be easier for HR SBPs to be implemented in a task culture organisation which allowed 
groups to be innovative while even working together to achieve the organisational goals 
or complete their tasks (Naoum, 2001; Handy (1993) in Palmer & Hardy, 2000). The 
person culture would also be an ideal culture for the implementation and execution of 
HR as strategic business partners in the organisation as HR can give the utmost 
support to individuals to be able to execute their jobs effectively especially through 
compensation, training and development and job designing and work re-engineering 
(Naoum, 2001; Handy (1993) in Palmer & Hardy, 2000).  
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2.7 Concluding remarks 
This chapter discussed the information found within literature with regards to HR 
departments as strategic business partners. In doing so the functions of the HR 
department were identified, the challenges facing HR departments were explored, the 
concept of strategic business partner was critically examined, the roles of the HR 
department as strategic business partners were identified, and the competencies 
required to execute the strategic business partnership roles were also identified. The 
role and influence of organisational culture was also examined leading to the 
identification of cultures which could enhance the execution and effectiveness of the HR 
strategic partnership roles in an organisation. From the above literature it could be 
noted that the implementation and execution of the HR strategic business partnership 
was made possible by a wide range of factors within and outside the HR departments. 
The next chapter will be addressing the research methodology used in this study. 
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                                                                CHAPTER 3: 
                                     RESEARCH DESIGN AND METHODOLOGY 
3.1 Introduction 
Research is a way of obtaining knowledge through systematic and scientific ways 
(Kothari, 2004). This chapter would therefore focus on the research methodology which 
was followed in this study in order to obtain answers to the questions the researcher 
had in relation to the HR department as a strategic business partner in organisations. 
The previous chapter addressed the functions of the HR department; the challenges 
facing HR departments; the strategic business partners model; the competencies 
needed to be a strategic business partner; and the roles and activities which strategic 
business partners are expected to perform in the organisation; and the influence of 
organisational culture on the implementation and execution of HR as a strategic 
business partner.  
This chapter seeks to give an illustration of the research methodology which was 
adopted for the empirical and scientific study conducted. The steps which the 
researcher used in conducting the study will be discussed together with the reason and 
logic behind every step taken in conducting the research. The main focus of this chapter 
was directed towards the sampling design, data collection and data analysis decisions 
and the logic behind every decision which was made in respect of the sample design, 
data collection and data analysis.  
3.2 Research method 
A research method is an approach and a set of supporting methods as well as 
guidelines utilised as a framework for doing research (Blessing & Chakrabarti, 2009). 
Babbie (2010) and Kothari (2004) point out that a number of reasons exist which drive 
researchers to conduct research and these reasons could vary from individual to 
individual and from institution to institution or from organisation to organisation. The first 
reason for doing research was to gain familiarity and understanding for a concept, event 
or phenomenon (this was called an exploratory research); the second reason for doing 
research was to be able to comprehend the features or characteristics of an 
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organisation accurately, that is its processes, an event or a situation (this was called an 
a descriptive research) and the third reason would be to be able to give meaning to 
events or understand the reasons behind the occurrence of certain events, processes 
and a phenomenon (this was called an explanatory research). 
Therefore it is very important for the research method to be rigorously scientific in order 
for the process and results to be reliable and valid. According to Kothari (2004) a 
scientific method was based on the following: 
 It relies on empirical evidence; 
 It utilizes relevant concepts; 
 It is committed to only objective considerations; 
 It presupposes ethical neutrality, i.e., it aims at nothing but making only adequate 
and correct statements about population objectives; 
 It results in probabilistic predictions; 
 Its methodology is made known to all concerned for critical scrutiny and are for 
use in testing the conclusions through replication; 
 It aims at formulating most general axioms or, what can be termed as scientific 
theories. 
The main objective of the research method for this study was to help in the formulation 
and validation of models and theories about the phenomenon of HR departments as 
strategic business partners in organisations. The study also sought to generate ideas, 
knowledge and uncover ways in which the HR strategic business partnership model 
could be enhanced by focusing on its merits, strength and weaknesses. To arrive at the 
results of the study, this research was conducted in a scientific and empirical manner. 
Therefore, the aim of this research was to uncover answers to the following problems: 
What are the challenges and opportunities the human resource department has 
as a strategic business partner in organisations? 
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Sub-problem 1 
What are the challenges and opportunities of having the HR department as a strategic 
business partner in organisations? 
Sub-problem 2 
What are the challenges the HR department faced to reinvent its structures and 
organisations in delivering business partnership behaviour? 
Sub problem 3 
What is the influence of organisational culture towards the implementation and 
execution of the HR function as a Business Partner?   
Sub problem 4 
What roles should the HR departments play in delivering business results in 
organisations?  
Sub problem 5 
What are the competencies HR professionals should have for effective execution of 
business partnership roles in organisations?  
In an attempt to understand the challenges and opportunities the HR department has as 
a strategic business partner in organisations, a case study approach was used. 
Although this research was an exploratory research, a descriptive approach was used 
to understand the roles the HR department should playin the organisation. This study 
combined both qualitative and quantitative research approaches to get a thorough and 
complete understanding of the HR department as a strategic business partner in 
organisations.  
According to Doyle, Brady and Byrne (2009) researchers were advised to identify a 
paradigm in which their research falls in or within. Morgan (2007), in Doyle, Brady and 
Byrne (2009), defined a paradigm as being a set of beliefs and practices that guided a 
discipline or a field, such as research practice. A paradigm is made up of epistemology 
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(the way we perceive or view things), ontology (how we think about practices, events, 
processes, phenomenon and the nature of reality) axiology (the way we act), and 
methodology (the process of research). The paradigm a researcher chooses would 
impact on the nature of the questions the researcher would ask and the methods which 
would be utilised to get the answers to the questions (Doyle, Brady & Byrne, 2009). The 
research field is dominated and influenced by quantitative (positivist) and qualitative 
(constructivist) paradigms that many researchers had to make a forced choice between 
(Howe, 1985 in Doyle, Brady & Byrne, 2009).  
3.2.1 Qualitative research 
Creswell (2003, p. 18) posited that the qualitative research approach is “one in which 
the researcher often makes knowledge claims based primarily on the multiple meanings 
of individual experiences, socially and historically constructed with an intent of 
developing a theory”. Qualitative research focuses on the subjective interpretation of 
attitudes, opinions and the behaviour of individuals towards social, political and 
economic events, situations and processes which they might have experienced in their 
lives. Qualitative research methodologies generated different kinds of data with varying 
reliability and validity, and the data that was generated should not be subjected to 
rigorous quantitative analysis (Kothari, 2004). There is a wide range of methods which 
could be employed in qualitative research in order to collect data. The three main 
methods of collecting qualitative data are observations, focus groups and individual 
interviews.  
3.2.1.1 Observation method 
The observation method of data collection involved the researcher looking at the 
processes or the people executing their jobs or any other activities the researcher might 
be interested in, in an attempt to measure or understand how people behave in certain 
processes or how jobs are effected by employees. However, Kothari (2004) revealed 
that observation should be scientific, and should be conducted in a scientific way to 
generate valid and reliable data in research. This could be achieved if the observation 
was systematically planned and recorded and the process was constantly checked and 
controlled to ensure the validity of the results (Kothari, 2004). There are various ways in 
67 
 
which scientific observations could be conducted; Kothari (2004) revealed the 
observation can either be structured or unstructured, participatory or non-participatory, 
and controlled or uncontrolled.  
Structured observations are systematic ways of collecting data whereby the observer 
assumed a passive, non-intrusive role by only taking note of the incidents of the studied 
factors (Cohen, Manion & Morrison, 2007). In a structured observation the data is 
captured into an already prepared observational schedule and as a result the process 
allows the researcher to generate quantitative data (Cohen, Manion & Morrison, 2007). 
However, structured observations were very important when there were hypotheses to 
be tested or when a descriptive research was being conducted and, to that end, 
structured observations were not very useful when doing explorative research (Cohen, 
Manion & Morrison, 2007; Kothari, 2004). On the other hand, unstructured observations 
take place in unstructured research fields and the observer can take an active role 
during the process of observations (Cohen, Manion & Morrison, 2007). The observer 
could also ask the group being observed for clarifications in areas where the observer 
might not understand the logic and reason of the observed behaviour. Cohen, Manion 
and Morrison (2007) further revealed that the data collected through unstructured 
observation would lead to generations of hypotheses in research, and as a result 
unstructured observations were mainly used in explorative research. When 
observations were used as a method of data collection, depending on the nature of the 
data to be collected, the observer could either be part of the studied group (participant) 
or out of the studied group (non-participant).  
3.2.1.2 Interview methods 
According to Kothari (2004, p. 97) interview methods “involves the presentation of oral-
verbal stimuli and reply in terms of oral-verbal response”. There are a variety of 
interview methods which researchers could use in data collection and these interviews 
differed from one another in terms of the structure and formality of the interview process 
itself. On the one hand, Patton (1980) in Punch (2005, p. 169), posited that an interview 
could fall under three types of interview methods and these are “informal conversational 
interview, the general interview guide approach and the standardized open ended 
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interviews”. On the other hand Punch (2005) posited that these three types of interviews 
were used to collect data in research and these were structured interviews, focused or 
semi-structured interviews and unstructured interviews. Interviews can either be 
executed in a face to face conversation or using a medium of communication such as a 
telephone (Punch, 2005; Lodico, Spauding & Voedtle, 2010). Telephone interviews 
were mainly used because of its cost and time effectiveness, however non-verbal 
behaviours which might be important would be missed out on in the process of data 
collection if a telephone interview was utilised (Wilson & Sasford, 2006).  
In a structured interview the interviewer would ask pre-determined questions seeking an 
answer offered in a pre-set response category from the respondent (Punch, 2005). 
Nevertheless, open-ended questions could also be used in structured interviews, but all 
respondents would be asked the same questions in a similar manner. Structured 
interviews could take the form of a standardized interview, survey interviews or clinical 
history capturing (Punch, 2005; Lodico, Spauding & Voedtle, 2010). Semi-structured 
interviews were planned like structured interviews and all questions would be recorded. 
However, in semi-structured interviews the researcher has the flexibility to change the 
order of the questions, skip questions or even omit other questions which may not apply 
to the respondent (Lodico, Spauding & Voedtle, 2010). Unstructured interviews, on the 
other hand, were used as a means to understand the behaviour of individuals without 
making hypotheses which may limit information generation (Punch, 2005; Lodico, 
Spauding & Voedtle, 2010).   
3.2.2 Quantitative approach 
Aliaga and Gunderson (2002), in Muijs (2004, p. 1), posited that quantitative research 
approaches would seek to “explain phenomena by collecting numerical data that are 
analysed using mathematically based methods (statistics in particular)”. Quantitative 
research approaches were used when the researcher wants to obtain quantitative 
answers to a problem and when the researcher wants to know the numerical changes of 
events, people, and processes in institutions and societies. Quantitative approaches 
can also be used when an explanation of phenomena or events was needed in 
explanatory research. Lastly, quantitative approaches to research are best suited when 
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a study is done to test an existing hypothesis or a research hypothesis (Muijs, 2004). 
Muijs (2004) further revealed that quantitative approaches cannot be used when an in-
depth understanding of events or phenomena is required. Therefore qualitative 
approaches take precedence over quantitative approaches if in-depth understanding of 
phenomena is required.  
There are different types of quantitative research methods which could be used by 
researchers to conduct research. According to Nykiel (2007) there are various types of 
quantitative methods however, the two main approaches are descriptive and 
experimental approaches. The other quantitative approaches to research include quasi-
experimental method, correlation method and causal-comparative method. According to 
Nykiel (2007, p. 57) descriptive studies are “used to develop theory, identify preferred 
current practices, justify current practices, make judgements, or identify what others in 
similar situations may be doing”. In most cases descriptive studies are conducted to 
determine attitudes, common practices, interest and concerns of a society or a group of 
people or a certain class of people (Nykiel, 2007). Experimental research is used in 
order to determine a causal relationship between variables under scrutiny and in the 
process the researcher manipulates the independent variable under study to determine 
the effects (Nykiel, 2007). According to Nykiel (2007) the characteristics of experimental 
research are: randomisation, controlled settings and the manipulation of variables.  
When a quantitative approach to research is used a large pool of respondents could be 
used because quantitative research generates data which is easy to analyse and 
interpret (Nykiel, 2007). The use of statistical or mathematical calculations to analyse 
data in quantitative methods alienates the subjectivity of the researcher which may 
pollute the research findings and as a result quantitative methods generate results 
which are more reliable and valid as compared to qualitative data analysis. However the 
shortcomings of quantitative research were that although it could generate new 
knowledge human behaviour cannot be represented by numbers or understood through 
numbers.  
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3.2.3 Mixed methods of research 
A mixed methods research was defined by Tashakkori and Cresswell (2007) in Doyle, 
Brady and Byrne (2009, p. 176), as “research in which the investigator collects and 
analyse data, integrates the findings and draws inferences using both qualitative and 
quantitative approaches or method in a single study”.  This approach to research is 
done against the research paradigm arguments and debates which posited that 
research methods should fall under one specific paradigm, that is, either qualitative or 
quantitative. However, the use of mixed method research has its benefits to the field of 
research because of its ability to answer research questions other methods of research 
cannot do (Molina-Azorin, 2010). The other advantage of using mixed method research 
lies in its ability to offset the shortcomings of either using a qualitative or a quantitative 
approach alone. Johnson and Christensen (2004) in Molina-Azorin (2010), argue that 
the use of a mixed method research would result in comprehensive results, increased 
confidence in findings, high validity of conclusion and, above all, a more insightful 
understanding of the research subject.  
3.2.3 Case study method 
Simons (2009, p. 20) defined a case study as “an in-depth exploration from multiple 
perspectives of the complexity and uniqueness of a particular project, policy, institution, 
programme or system in a real life context, with the purpose of generating in-depth 
understanding of a specific topic, programme, policy, institution or system to generate 
knowledge and/or inform policy development, professionals practice and civil or 
community action”. Case studies are used for various reasons by researchers. Stake 
(1995) in Simons (2009) revealed that there were three main purposes which case 
studies are used to serve. The three types of case studies are intrinsic case study, 
instrumental case study and collective case study (Simons, 2009). Intrinsic case studies 
are those in which the case being studied was the focus of the research while 
instrumental case studies were those in which a case was chosen to gain 
understanding of another phenomenon in other situations or organisations. On the other 
hand collective case studies are chosen to generate a collective understanding of an 
issue or event through the study of several cases (Simons, 2009). Besides the cases 
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identified by Stake (1995) in Simons (2009), there are several other types of case 
studies and these included evaluation case studies and ethnographical case studies.  
3.3 Data collection 
Collecting data for research purposes could either be done through primary sources or 
secondary sources, where primary data was collected by the researcher for the first 
time and secondary data was data which had already been collected by other people 
which the researcher could also use for purposes of the study (Kothari, 2004). 
Depending on the approach the researcher chooses between qualitative, quantitative 
and mixed method research, a data collection method would be chosen to collect data, 
which aligned with the approach chosen. There were various methods to collect data for 
research and these included observation methods, interview methods, questionnaire 
methods, content analysis, projective techniques and through the use of mechanical 
techniques.  
The researcher could choose to utilise the mixed method research by using both 
qualitative and quantitative approaches to get deeper insight on the HR department as a 
SBP in organisations. An embedded mixed method research design could be utilised in 
which the data was collected by simultaneously using both the interview and the survey 
questionnaire (Mathews & Kostelis, 2011). These two data collection instruments would 
be used to supplement each other so that a complete view of the case could be 
obtained from both the managerial and employee perspective of the concept under 
study. 
3.4 Measurement 
Information gathered through research processes contributes towards knowledge 
generation, decision making, and policy formulation among other things. Research 
findings can only help if the researcher managed to collect information which accurately 
reflected the phenomenon under investigation or study (Xu, 2005). Measurement in 
research refers to the process in which the researcher assigns numbers to objects or 
observation in the research process (Kothari, 2004). According to Xu (2005) not all 
objects or observations involved measurement, as research data would sometimes be 
in the form of perceptions or insights that were obtained from exploratory research 
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methods such as in-depth interviews and focus groups. Be that as it may, there are four 
scales of measurement which researchers can use and these are nominal scale, ordinal 
scale, interval scale and the ratio scale (Kothari, 2004).  
According to Kothari (2004) a nominal scale assigned number symbols to events in 
order to label them without any value difference embedded in the number assigned, for 
example assigning 1 to male and 2 to female. Ordinal scale ranked events in order of a 
sequence, importance or severity but the difference in the rank does not give a 
quantifiable difference (Kothari, 2004). Interval measure describes a variable whose 
attributes are rank-ordered and have equal distances between adjacent attributes 
(Babbie, 2010, p. 144). This equates to a ratio measure with a value attribute which is 
determined by the number assigned to it, for example money (Babbie, 2010; Kothari, 
2004). In this study, measurement was only added to the quantitative survey data in 
which responses were given on a Likert scale. The interview data was not subjected to 
measurement for reasons of incompatibility with measurement practices and definition.  
3.4.1 Tests of good measurement 
A good measuring instrument should be valid, reliable and practical (Kothari, 2004). 
Kothari (2004, p. 73) revealed that, validity of a measuring instrument “ is the degree to 
which differences found with a measuring instrument reflects true differences among 
those being tested” or the respondents. These differences could be in perception, 
experience and knowledge. Reliability refers to the accuracy of the instrument and the 
measurement procedure, to the extent that the same results could be obtained if the 
process was done again on the same phenomenon (Babbie, 2010; Kothari, 2004). 
Practicalities of the process would seek to determine whether the process was practical, 
taking into account the economic, political, and social factors at play and the 
interpretability of the collected data.  
3.4.2 Validity 
There are four types of validity which an instrument should satisfy and these were 
namely face validity, criterion validity, construct validity and content validity (Kothari, 
2004). In order to determine the validity of the measurement instruments, a pilot study 
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was conducted to test for face validity, content validity, construct validity and criterion 
validity. The pilot study was done with both the interview and the survey questionnaire.  
Face validity is established by looking at the operational indicators of a concept under 
study and by deciding whether or not the instrument appeared to be a reasonable 
measure of the concept (Babbie, 2010; Bernard, 2000). The face validity of an 
instrument was established through consensus among researchers or a knowledge able 
group within the area being researched. If everyone in the group agreed that the 
questions were the right ones for the concept being studied, face validity of the 
instrument would have been confirmed (Bernard, 2000).  
Content validity is the degree to which the research instrument had enough content to 
cover the topic being researched (Kothari, 2004; Bernard, 2000). According to Bernard 
(2000, p. 50) “content validity is very tough to achieve, particularly for complex, 
multidimensional constructs” including those areas where there are various definitions 
and understandings of the concept. The content validity of this study was further 
strengthened by the researcher‟s decision to use both the qualitative and quantitative 
approach in the same study.  
Construct validity of a research instrument is the relationship which exists between what 
the instrument was intended to measure and what was already known through other 
theories. Bernard (2000, p. 50) revealed that, “an instrument has a high construct 
validity if it allows you to infer that a unit of analysis, such as a person or institution, has 
a particular complex trait and if it supports predictions made from theory”. Therefore 
construct validity is achieved when scores from an instrument can be explained using 
construct of sound theoretical arguments (Kothari, 2004). Despite the call for 
instruments to have construct validity, a wide range of constructs in the social science 
are controversial and are hard to test for construct validity (Bernard, 2000).  
Criterion validity of an instrument is established if the results produced by an instrument 
have a fit with other results produced using different instruments which are already 
known to be valid (Babbie, 2010; Bernard, 2000). The criterion to which the instrument‟s 
results would be measured against should be relevant, free from bias, reliable and 
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should be available. According to Kothari (2004) criterion validity of an instrument 
covers the predictive validity and the concurrent validity of the instrument. Predictive 
validity looks at the instrument‟s ability to predict future trends, and its ability to produce 
the same results as compared to other instruments of known validity (Kothari, 2004).  
3.4.3 Reliability 
According to Brink, Van Der Walt and Rensburg (2006, p. 163) an instrument is reliable 
if it “can be depended upon to produce consistent results if used repeatedly different 
times on the same study subjects” which have not changed from the last time when the 
instruments were used. According to Bailey (1994) there are two ways in which the 
reliability of a research instrument can be tested and these are test/retest reliability and 
alternate or parallel methods. Mathews and Kostelis (2011) added alpha reliability to the 
two forms identified by Bailey (1994) to make them three ways in which the reliability of 
a research instrument could be tested. 
According to Mathews and Kostelis (2011, p. 197) alpha reliability “involves examining 
each item compared with the other items to assess their unidimensionality to a 
proposed factor on an affective questionnaire”. The test-retest method involves using 
the instrument (one day), using it again on the same participants and checking whether 
it would produce the same results (Mathews & Kostelis, 2011; Kothari, 2004). Mathews 
and Kostelis (2011, p. 198) revealed parallel forms of reliability as involving the 
examination “of alternative forms of the tests that are similar in content, difficulty, and 
ability to discriminate groups to illustrate consistency of comparable tests” 
The pilot study was utilised for this study to determine and ensure that the research 
instruments were reliable (see section 3.5.3). 
3.5 Conducting the empirical study 
The information used for this research study was obtained through interviews and a 
survey questionnaire that was used at Eveready Pty Ltd, in Port Elizabeth.  However, 
the researcher also obtained some views and information on the research topic from 
relevant books, articles and journals. 
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3.5.1 Questionnaire 
A self-administered questionnaire was distributed for completion to the employees of 
the organisation and the questionnaire had 45 questions in 11 categories (see 
APPENDIX B). The survey questionnaire was adopted from Ulrich (1997, p 49-50) and 
the researcher added the last category of questions from question 40-45 (permission for 
the use of the “Ulrich & Conner‟s roles assessment survey questionnaire” was obtained 
from the RBL group see APPENDIX D). In each category of questions, in the 
questionnaire, there were four questions except for the last category which had five 
questions. In each category of the questionnaire there were questions which measured 
the roles of the HR department as a SBP in organisations. In order to fully measure the 
role of the HR department as a SBP, questions were constructed to measure four 
aspects pivotal to the HR department as a SBP and these are strategic partner roles, 
HR delivery roles (administrative expert roles), employee development and 
empowerment roles (employee champion roles), and HR roles as a driver of 
organisational change (change agent).  
All the questions in the survey questionnaire were closed-ended and a Likert scale was 
used to identify how the HR department was doing in relation to the SBP roles in the 
organisation. The role of the HR department and its involvement in the organisation was 
rated on a 5 point Likert scale by choosing a number from 1 to 5 on each statement 
provided, where “1” is low and “5” is high (see APPENDIX B).  
3.5.2 The interview 
The semi-structured interview (see APPENDIX C) consisted of thirteen questions and 
each question sought a different answer. The objectives of the interview questions were 
as follows: 
 The first question of the interview gathered the respondent‟s position in the 
organisation.  
 The second question sought to establish the nature of the working relationship 
which existed between HR departments and line management in the 
organisation. 
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 The third question sought to establish the benefits and problems of having HR 
departments as strategic business partners in an organisation. 
 The fourth question sought to establish the challenges organisations or HR 
departments faced in transforming HR functions from a pure support function 
towards strategic business partnership functions in organisations. 
 The fifth question sought to establish organisational factors which could promote 
and necessitate the implementation and execution of HR departments as 
business partners. 
 The sixth question sought to establish the major challenges the HR departments 
faced in delivering business partnership roles in organisations. 
 The eighth question sought to establish the most important roles the HR 
department should be devoting most of its time and resources on in helping the 
organisation deliver value to its stakeholders (customers, employees and 
shareholders). 
 The ninth question sought to establish the key competencies HR professionals 
needed for effective execution of business partnership roles in the organisation. 
 The tenth question sought to determine how the contribution of the HR 
department was measured in the organisation. 
 The eleventh question sought to determine if there were any other ways in which 
the HR department‟s contribution could be measured and the reasons behind the 
response. 
 The twelfth question sought to determine the influence of organisational culture 
towards the implementation and execution of the HR department as SBP in the 
organisation. 
 The thirteenth question sought to establish the future challenges and 
opportunities the HR departments may face and the ways in which today‟s HR 
departments can prepare for those future challenges and opportunities. 
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3.5.3 Pilot study 
A pilot study is a tentatively small-scale study done with the research instruments to 
identify ambiguities and other problems with the research design and to ensure that the 
instruments would be able to collect the needed data in order to meet the objectives of 
the study (McBurney & White, 2010; Lewin, 2006; Hall, 2008). Therefore, the pilot study 
serves to identify potential threats to the quality and validity of the research findings and 
conclusions (Blessing & Chakrabarti, 2009). Hall (2008) revealed furthermore that 
conducting a pilot study was important because it allows the researcher to determine 
the timing of interviews and questionnaires. 
For this research project a pilot study was conducted with the researcher‟s classmates 
who worked as HR professionals and managers in different organisations. Four 
classmates were chosen to participate in the pilot study and the chosen ones were 
similar to the target group of the study. The survey questionnaire was completed and 
the respondents recommended some changes to the instructions for the respondent 
and some grammatical errors were also identified. The interview guide was also given 
to the selected members for scrutiny, whom reworded some questions and one other 
question was changed completely.  
3.5.4 Sample design 
3.5.4.1 Population 
The population of the study refers to the collection of all possible elements that might 
have been selected to be in the study sample (Lohr, 2010). For this study the population 
was all the employees of the organisation which was used as a case study.  
3.5.4.1.1 Sample population 
In most cases, the population of a study could be too big, consequentially the 
researcher will not be able to use all its elements in a research project. Therefore, 
researchers engage a sample of the population for the purpose of collecting data. A 
sample is a subset of the population which was selected for the study or those that 
became respondents in the study (Gravetter & Forzano, 2009; Lohr, 2010). A sample 
should be representative of the population from which it was selected if results are to be 
generalised as representing the whole population (Gavetter & Forzano, 2009). A sample 
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is representative of the population if the characteristics of the sample accurately exhibit 
the characteristics of the population (Gavetter & Forzano, 2009). There are two ways in 
which a sample could be selected from the population and this could be done either 
through probability sampling or non-probability sampling (Lohr, 2010; Babbie, 2010; 
Gavetter & Forzano, 2009).  
Probability sampling is a method of selecting participants for the study in which all 
members of a population group hadan equal chance or knew about the probability of 
being included as participants (Lohr, 2010; Mathews & Kostelis, 2011). The examples of 
probability sampling methods include simple random sampling, stratified random 
sampling and cluster sampling.  
Non-probability sampling is a method of choosing the research participants in which all 
participants do not have the same chance to be chosen to be part of the sample.  This 
would mainly be because the researcher might not know the population size or might be 
looking for specific people to use as participants (Lohr, 2010; Mathews & Kostelis, 
2011). Therefore, in non-probability sampling the researcher uses subjectivity in 
choosing participants. The examples of non-probability sampling are convenience 
sampling, purposive sampling and snow ball sampling (Babbie, 2010; Mathews & 
Kostelis, 2011). 
Two samples were used for this study namely one for the qualitative approach 
(interviews) and one for the quantitative approach (survey questionnaire). A simple 
random sampling method was used in choosing participants for the quantitative 
approach in order to complete the survey questionnaire. According to Babbie (2010), 
simple random sampling is a type of probability sampling in which all the units, making 
up the population, were assigned numbers and the random numbers were drawn from 
where all the numbers were to generate the sample. However, a purposive sampling 
method was used to gather the respondents for the qualitative approach (interview). 
According to Babbie (2010), purposive sampling is a non-probability sampling method in 
which the researcher‟s subjectivity and judgement was used to choose only those 
participants who fit the profile of the individuals wanted for the study and also to ensure 
representativeness of the participants.  
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3.5.5 Questionnaire administration 
The questionnaire for this study was delivered to the organisation for completion and 
was distributed to the randomly selected participants. Each questionnaire had a cover 
letter (see APPENDIX A) introducing and explaining the questionnaire to the 
respondent. After the questionnaires were completed the researcher collected the 
questionnaires for data capturing and analysis.  
3.5.6 The interviews 
Interviews were conducted with all HR professionals, line managers and the Managing 
Director of the organisation. The researcher conducted the interviews and responses 
were recorded so that the researcher could not miss anything which the participants 
stated in the interview process. Before conducting the interview the researcher 
requested permission from each participant to record the interview process. The 
participants willingly allowed the researcher to record the interview process. Each 
interview was allocated 30 minutes, and all the interviews were completed within the 
allocated time.  
3.6 Data analysis 
Kent (2001, p. 74) defined data analysis as “the process whereby researchers take the 
raw data that have been entered into the data matrix and create information that can be 
used to tackle the objectives for which the research was undertaken”. The data analysis 
methods which can be employed on data could vary significantly according to the nature 
of the data collected, the type of scale on which the data was recorded, and the 
objectives of the research (Kent, 2001). The data from the survey questionnaire was 
captured into an excel spread sheet. Descriptive statistical methods were used to 
analyse the data from the survey questionnaire and the mean, mode, median, standard 
deviation, chi-squared test value and t-test value were calculated with the aid of 
Statistica software.  
However, the recordings from the interviews were captured onto an MS Word document 
before an analysis and qualitative content analysis method was used to scrutinize the 
interview data. According to Hsieh and Shannon (2005, p. 1278),qualitative content 
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analysis was defined as “a research method for the subjective interpretation of the 
content of text data through the systematic classification process of coding and 
identifying themes or patterns”. 
3.7 Possible sources of errors 
There are many possible sources of errors in every research project including the 
participant, the researcher, the environment in which the data was collected and even 
the instrument used to collect the data (Van Der Walt & Rensburg, 2006). The physical, 
mental and emotional state of the participant usually caused errors in the data collected. 
The researcher did not have much influence on the errors which could originate from 
the participants however effort was made to ensure that the participants were not tired 
and that enough time was allowed to ensure that they would respond without feeling the 
need to finish hastily.  
The research instrument in this study was another source of error because it contained 
technical terms which were mostly known by HR professionals, however the researcher 
explained the concepts to the participants to ensure understanding and minimise the 
chances of erroneously getting wrong answers to questions. The pilot study was also 
used to identify problems with the questionnaire and the interview guide which could 
have led to errors in the research process; the identified problems were rectified. 
The researcher could have been a source of error in the qualitative research analysis 
because the responses were interpreted in the way in which the researcher understood 
them which might have been different from what the participant intended it to mean 
(Van Der Walt & Rensburg, 2006). However rules of logic were used in this study during 
the data analysis process to minimise errors. 
3.8 Concluding remarks 
This chapter gave a presentation of the research methodology which was used in 
conducting this study. In doing so, this chapter discussed the research paradigms 
available in the field of research and the paradigm which this research followed was 
identified. The data collection process that was followed in this study was revealed while 
the instruments used for data collection were discussed. It was also necessary to 
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identify the possible sources of error and the methods which the research employed to 
reduce the possibility of errors.   
The next chapter will present the data analysis and presentation of results for this 
empirical study. 
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                                                           CHAPTER 4:  
ANALYSIS, INTERPRETATION AND DISCUSSION OF RESEARCH FINDINGS 
4.1 Introduction 
This chapter presents the analysis and discussion of the research findings obtained 
through the interviews conducted and the survey questionnaire administered at a 
manufacturing plant (Eveready South Africa) in the Nelson Mandela Bay Area, in Port 
Elizabeth. This chapter is presented in three parts; the first part will present the 
demographic characteristics of the samples used in this study for both the conducted 
interviews and the survey questionnaire, the second part will present the results 
obtained from the study through interviews and the survey questionnaire administered, 
while the third part of this chapter will focus on the main themes and findings from both 
the survey questionnaire and the interviews that were conducted.  
The objectives of this study, as indicated in chapter one, were to uncover: the influence 
of organisational culture towards the implementation and execution of the HR function 
as a Business Partner; the challenges HR departments faced to reinvent its structures 
and organisations in delivering business partnership behaviour; and the benefits of 
having HR departments as SBPs in organisations. Therefore, this chapter presents an 
analysis, interpretation and discussion of research findings in order to satisfy the 
objectives of the study.  
4.2 Demographic characteristics of the samples 
The sampling methods and techniques used in this study were discussed in more depth 
in chapter three. The respondents of this study were grouped into three categories 
based on the level at which the employee would fit in the hierarchy as well as the 
department in which the employee was employed. The interviews were only conducted 
with individuals at an executive level and the HR professionals in the organisation. The 
survey questionnaires were completed by employees from all levels and departments in 
the organisation. The table below shows the sample composition for interviews and 
survey questionnaires separately: 
83 
 
 
Table 4.1 Survey questionnaire respondents distribution 
 
Category 
 
Frequency Percent Valid Percent Cumulative Percent 
 
 
Directors 3 7.0 7.0 7.0 
Employees 37 86.0 86.0 93.0 
HR Professionals 3 7.0 7.0 100.0 
Total 43 100.0 100.0  
KEY: DIR= Directors & the MD; HR= HR Staff; EMP= other employees (not HR staff or Director) 
 
The interview respondents were made up of people who were either HR professionals 
or executives or directors in the organisation. Figure 4.1 below shows the individuals 
selected for the interviews based on the level, position and department of the 
respondent.  
                     Figure 4.1 Respondents distribution for the interviews 
 
Source: Researcher’s own work. 
Figure 4.1 above shows the respondents for the interview. They were composed of the 
top executives at Eveready South Africa, together with the HR professionals working in 
the HR department in the organisation.  
Respondents were asked to state how long they have been with the organisation, in 
order to determine the level of exposure the individual has had to issues in the 
 
Managing director 
HR Director Sales & Marketing 
director 
Director of 
Finance 
Manufacturing 
Director 
HR Consultant HR systems & Admin manager HR assistant HR Lean Champion 
84 
 
organisation. Table 4.2 below shows the experience of the individuals who were 
interviewed. 
Table 4.2: Respondent’s tenure with the organisation  
Title Period with the company 
Sales & Marketing director 16 years 
Manufacturing director 8 years 
HR director 11 years 
Managing director 10 years 
Director of finance 10 years 
HR Consultant 1,5 years 
HR systems & Admin manager 6 years 
HR Assistant 2 years 
HR Lean Champion 22 years 
 
4.3 Results of the study obtained through interviews 
A summary of the outcomes of the interviews are presented in Chapter 5. The 
interviews were based on semi-structured interview questions (Annexure A). The 
interviews were recorded with the participants‟ permission (see section 3.5.2). For the 
summary of the results of this study see Chapter 5. 
4.3.1 Working relationships between HR departments and line managers 
One of the respondents revealed that the relationship between line managers and HR 
departments existed at five levels. The first level of association was between the HR 
departments and line managers which existed firstly at an industrial relations level, the 
second level at training and planning, the third level was employee welfare, the forth 
level on company projects and the fifth level was on overall strategy within the 
company. Within the various relationships which exist in an organisation, the majority 
(7/9) of the respondents identified working relationships between line managers and HR 
departments was good. Most HR professionals stated that relationships between the 
HR department and line managers were good, and that they were quite involved with 
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line management. Nevertheless, a respondent from line management viewed the 
working relationship as narrow because HR did not usually deliver what they were 
expected to deliver to enable employees to produce to the best of their capacity.  
A minority of respondents (2/9) revealed that, despite the existence of a good 
relationship between line management and the HR department, there existeda few 
problems in the relationship.  The problems which impeded on the good working 
relationships between line managers were identified by the respondents as being as 
follows: firstly,line management did not always see HR as a business partner but as 
someone to run to for help when they had problems with an employee, and secondly 
line managers believed that they could do it by themselves meaning that they did not 
need to partner with HR in order to deliver better results. 
4.3.2 Advantages of having HR as a strategic business partner 
The respondents identified the following as the advantages of having HR as a SBP: 
 Having HR as a SBP would enhance the utilization of the organisation‟s HR 
towards the achievement of the organisation‟s goals. 
 Having HR as a SBP would enhance the capability development in the 
organisation through training and development. 
 It could bring the people‟s concerns onto the strategic table which could lead to 
the employee‟s concerns being given proper consideration in the strategic 
planning process, which would enhance the implementation of strategic plans. 
 It could help the organisation establish an alignment between operational 
structure, organisational structure and the people issues within the organisation. 
 It would enhance the HR professional‟s business knowledge, which would result 
in better HR plans, to assist the organisation to succeed within its business 
environment. 
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4.3.3 Disadvantages of having HR as a strategic business partner 
Many respondents could not find disadvantages of having HR as a SBP in the 
organisation. However, the following problems were identified with regards to having HR 
departments as strategic business partners in organisations:  
 It would be an addition of work to HR departments which were already 
overloaded with administrative work.  
 HR staff did not have enough business knowledge that was needed to be 
strategic business partners, which would require a new breed of HR 
professionals with different competencies and abilities to effectively contribute. 
 The roles would require buy-in from line management, which would be very 
difficult to get and it could take time for line managers to accept HR as a partner. 
 
4.3.4 HR transformation challenges 
In response to the question “what do you think are the challenges organisations or HR 
departments face in transforming HR functions from a pure support function towards 
strategic business partnership functions”, respondents identified several challenges and 
these are discussed below.  
The majority of the respondents identified line managers as key players who could 
either cause the transformation of HR from a pure support function towards a strategic 
business partnership to be successful or to fail. The transformation of HR towards 
strategic business partnership was seen by the majority of respondents to be dependent 
upon the transformation of line management‟s mindset pertaining to the role of HR in 
organisations. Many respondents stated that line managers were usually not ready to 
accept the HR department or professionals as SBPs. One respondent said “the biggest 
problem is that functional heads think they can probably do it by themselves and they 
don’t need HR” which causes resistance towards the execution of the HR department 
as SBP in organisations. To that end, one respondent identified “changing the mind-sets 
of the other partners to accept HR as a valuable contributor” as the biggest challenge 
for the HR department. 
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Building trust between HR department‟s line mangers was also identified as a huge 
challenge but essential if the HR department wanted to be successful SBPs in the 
organisation. Management acceptance of HR as a credible SBP, was also identified by 
the majority of respondents as a determinant of whether HR departments can or cannot 
be implemented or executed as a SBP in organisations. Limited business knowledge on 
the part of HR professionals was also identified by the majority of respondents as a 
challenge which could impede on the transformation of HR departments from a pure 
support function into becoming a SBP in the organisation. The knowledge which was 
identified to be important included an understanding of sale, an understanding of 
manufacturing and the understanding of systems and processes. 
4.3.5 Factors which promote strategic business partnership 
The respondents identified a wide range of factors which would promote and 
necessitate the implementation and execution of HR departments as business partners 
in the organisation. The identified factors were as follows: 
 Employees should be the source of competitiveness for the organisation and 
above all employees should be viewed as the most important asset of the 
organisation.  
 Management support from top to bottom, one respondent states that “it is critical 
for top management to be fully aware of that role (strategic business partnership) 
and fully support that change because if it is supported by top management it 
becomes easier for the next level of management to accept the HR role as a 
strategic partner”. 
 The availability of HR professionals to other functional areas in the organisation, 
and the HR department should be situated in the organisation where production 
takes place not in the head office, because “it facilitate their ability to involve 
themselves and engage with the rest of the organisation, not being segregated 
from the rest of the business”, one respondent said. 
 Good working relationships between line managers and the HR professionals or 
departments.  
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 Size of the organisation, “is a huge factor, in a big company, you are just a little 
voice in the wilderness and if the company is small enough and we all know each 
other you can still build up those relationships and become strategic business 
partners”, another respondent said. 
 HR departments should be part of the strategic business approach of the 
organisation, and no department within an organisation should discuss plans in 
isolation without other functional areas including the HR department.  
 
4.3.6 Challenges in being a strategic partner 
The major challenges HR departments faced in delivering business partnership roles 
which respondents identified are presented below. 
Time and trust was identified as a big challenge for the HR department performing 
business partnership functions. One respondent said “the major challenges are time 
and trust, if you don’t have the trust it’s not going to work, so you have got to build up 
that trust first and that takes time. Whilst it takes time they expect you to deliver so you 
have got a two edged little sword you are sitting on and also the time of other people to 
be available when you want to have a meeting. Manufacturing is always busy and they 
are busiest when HR is free”. Therefore finding mutually inclusive time where HR 
professionals could meet with other functional heads to discuss matters of mutual 
interest was a challenge.  
HR departments were not yet geared towards strategic thinking; business knowledge 
across all functions was still lacking and it was a challenge to accumulate that 
knowledge. To that end, one respondent said, “for HR to be aware of how the business 
operates and know all aspects including the financial side of the business and be able 
to meaningfully contribute a lot of training of your HR people should take place in your 
organisation”. However, financial resource constraints usually impeded the acquiring of 
the needed skills and competencies. A respondent from the department of finance 
stated that “everybody is looking for cost savings everywhere and we tend to look at the 
easy pickings and HR tends to be one of those functions which is an easy target for cost 
cutting”. 
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Culture and transformation resistance was also identified as a challenge the HR 
departments faced in delivering business partnership roles in the organisation. One 
respondent said “Culture and transformation play a big role and if the company has 
been doing something in a certain way and people aren’t used to change, it becomes 
very difficult for HR to implement changes”. Therefore, building the company‟s correct 
culture; training and development; enhancing welfare of the employees as well as 
implementing policy and strategy within the organisation would present challenges for 
HR departments, as they deliver business partnership roles.  
4.3.7 Roles for HR Strategic business partners 
The key roles identified by respondents for HR SBPs were as follows:  
 Ensuring that organisations have good leadership as one respondent said, “I 
think the most important role for HR is to empower, inspire and develop 
leadership capabilities in an organisation”. 
 Enhancing the human asset of the organisation 
 Attracting and retaining the right talent and critical skills in an organisation. 
 Creating career paths and career development for employees. 
 Managing change and organisational transformation. 
 Working with line managers to effectively manage and utilize the HR asset of an 
organisation. 
 Enhancing the organisation‟s capacity and skills development and skills. 
 Creating a good working atmosphere in organisation through effective employee 
relations management. 
 
4.3.8 Key HR competencies needed for business partners 
Respondents gave their perceptions with regard to the competencies HR professionals 
should have to effectively execute the strategic business partnership roles in the 
organisation. The majority of the respondents identified business knowledge and 
acumen as one of the key attributes which HR should have in order to become an 
effective business partner in the organisation. The respondents had this to say “HR 
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needs to have a holistic understanding of the business in particular the industry we are 
in”; “HR needs to be up to speed with key development in business focus areas in the 
organisation, what are the trends in business? If you can’t do that, if they don’t have that 
understanding, they are not going to be able to retain the people we desperately need 
to retain, to grow our business”; “Key competencies for HR to be business partners is 
business knowledge, knowledge of more than just human resources especially sales 
and the manufacturing side of things”.  
Another respondent revealed that besides the need for business acumen and 
knowledge on the part of HR professionals, communication skills were very important: 
“Good communication skills is probably one of the critical ones, we think differently, 
human resources, your brain is wired this way, manufacturing person, the brain is wired 
in a different way. Sometimes for your word to get across you need to have good 
communication skills to actually speak their language to become their partner”. 
The other competency identified by respondents was the ability to develop and identify 
future competencies for the organisation. One respondent said that HR needed the 
ability “to constantly look for future competencies not current competencies required. 
Because the interesting thing about HR is that if you look at today’s competencies you 
have already lost it you will always be catching up”. Within the process of identifying and 
managing for the future, it was also identified by a respondent that HR needed the 
ability to manage the aspirations of people and “it could be aspirations in term of growth, 
and it could be aspirations in terms of money”. 
The other competency identified by respondents for HR to be an effective business 
partner is the ability to manage culture change in organisations. The majority of 
respondents also identified that HR should have the ability to work with other heads 
from other functional areas and also that they needed the ability to align HR operations 
with business objectives. Some respondents revealed that even though HR should play 
a strategic role, HR professionals still had to be experts in their HR core functions such 
as recruitment and selection, training and development, employee relations, payroll 
administration, attracting and retaining critical talent, understanding the psychology of 
people as well as performance management. 
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4.3.9 HR measurement 
The following measures for the HR department‟s contribution in the organisation were 
identified by the respondents: the level of employee satisfaction; career growth and 
competency development; development of individual employees from unskilled to semi-
skilled and from semi-skilled to skilled; employee turnover rate; quarterly organisational 
achievements goals; and head count. 
4.3.10 Other recommendations to measure HR contribution 
Respondents were asked to identify other best possible ways which organisations can 
use to measure the contribution HR departments make in the organisation and the 
following ways were identified.  
Motivation was identified as an indicator which the organisation could use to measure 
the success or the contribution of the HR department. The level of motivation in an 
organisation was identified by respondents to be shown by the rate of absenteeism and 
employee turnover. The majority of the respondents also believed that the HR 
department‟s contribution should be measured using the profits the organisation made, 
because, “if profits increase everybody played their part including human resources. If 
it’s going down somebody is not playing their part. I see it as a team sport so if 
somebody fails we all fail together. So profit is the key measure which everybody should 
be measured by”, one respondent argued.  
The value HR departments added to its stakeholders should also be measured by 
speaking to the stakeholders and getting feedback from them, as one respondent said, 
“I think constantly speaking to our stakeholders, and getting feedback from them, asking 
them are we giving you what you need, do you need anything else more from us, are 
we supporting you, are we helping you the way we should?”On top of that, focus groups 
were also identified as being better at evaluating and measuring the contribution of the 
HR departments in organisations.  
The last element which was identified as a measure of the contribution the HR 
department made in an organisation was the amount of external consultants the 
organisation hired to perform HR functions for them. To that end, one respondent stated 
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that, “there is an opportunity to see how much of HR external consulting is done every 
day, if there is a lot of consulting being done clearly it’s a sign that we can’t rely on own 
HR competencies”. 
4.3.11 Effects of culture on the execution of HR SBP 
All the respondents identified that culture was very important and that it had profound 
effects on the implementation and execution of the HR department as a SBP. The 
following are some of the statements from respondents revealing the importance of 
culture in the implementation and execution of the HR department as a SBP in 
organisations: “Culture is the most critical, it is the most critical if you do not have the 
right culture it won’t work, culture is the key.” “Culture isabsolutely essential. An 
incorrect culture or undefined culture is like not having a strategy” and “The influence of 
organisational culture is huge on the nature of relationships and roles each department 
takes in the organisation”. 
Respondents went further and identified the types of cultures which were essential for 
the implementation and execution of HR as a strategic business partner in 
organisations. The following cultures were identified as important for the role of HR as a 
SBP to be effective and successful in organisations: 
 Innovative culture 
 Change culture 
 Learning culture 
 Culture embracing personal mastery 
 Involvement culture 
 Open communication culture 
 Culture which regards employees as source of competitiveness and success. 
 
The abovementioned culture was seen as a requirement before the implementation and 
execution of HR as a SBP in the organisation. The majority of the respondents argued 
that without the correct culture in an organisation the HR role as a SBP could not be 
executed or implemented successfully.  
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4.3.12 Future challenges and opportunities for HR 
The respondents identified a range of future challenges and opportunities for the HR 
department in the organisation and these were as follows:  
 HR departments were at a crossroad of relevance, with those HR departments 
sorely focusing on administrative support functions, having no future in 
organisations because their services could be outsourced. Those HR 
departments playing a more strategic role in the organisation would become 
more relevant and key to organisational survival. 
 The majority of respondents stated that the biggest future challenge for HR was 
the attraction and retention of critical talent.  
 Managing and driving change in the organisation was also identified as the future 
challenge and opportunity for HR. One respondent further revealed that “change 
is the only thing which stays the same and organisations keep on changing for 
survival”.  
 Develop employees and HR professionals for bigger roles associated with 
becoming a business partner in the organisation.  
 Managing the young employees: one respondent said “I think young employees 
and potential employees want to advance quickly, they are no longer prepared to 
sit in the same position for four or five years before they advance to the next 
level. They are wanting exposure to the rest of the world, they are looking for 
work-life balance, because I think in the past generation work might have been 
everything, now work is merely part of my life and I need to enjoy the fruits of my 
work rather than work twelve or fourteen hour days”. 
 HR should play a proactive role and develop competencies for the future to help 
organisations succeed. One respondent said that “HR has to play much more of 
a proactive role in terms of developing future competencies. Maybe we get fresh 
people and develop them or do something else but whatever it is. I think that is 
the biggest challenge the HR department has to face”. 
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4.4 Human resource Role-Assessment survey questionnaire results 
The role-assessment survey questionnaire (see APPENDIX B) adopted from Ulrich 
(1997, p. 49-51) sought to determine the position of the organisation in terms of four 
principal roles of the HR department as a SBP the in organisation. These roles are 
strategic partner roles that is, administrative expert, employee champion and change 
agent roles. The following section presents the results obtained using the role-
assessment survey questionnaire at Eveready South Africa Ltd. 
According to the role-assessment survey, adopted from Ulrich (1997, p. 49-51), the 
questions can be categorized as shown below in Table 4.3: 
Table 4.3: The role-assessment question categories  
Strategic partner 
Question numbers 
Administrative expert 
question numbers 
Change agent 
questions numbers 
Employee champion 
questions numbers 
1 2 3 4 
5 6 7 8 
9 10 11 12 
13 14 15 16 
17 18 19 20 
21 22 23 24 
25 26 27 28 
29 30 31 32 
33 34 35 36 
37 38 39 40 
 
The table above shows that all questions sought to measure either one of the HR roles 
that is change agent, employee champion, strategic partner and administrative expert.  
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Table 4.4 and figure 4.2 below depicts the results obtained from the survey 
questionnaire which sought to identify how much the HR department helped the 
organisation to accomplish business goals, improved operating efficiency, took care of 
the employees‟ personal needs and adapted to change. 
Table 4.4: Survey results showing how HR helps the organisation in the listed 
areas 
 
HR helps the organization… 
Low 
(1&2) 
Moderate 
(3) 
High 
(4&5) 
accomplish business goals  39.5% 41.9% 
improve operating efficiency 11.6% 41.9% 46.5% 
take care of employees‟ personal needs 7% 32.6% 60.5% 
adapt to change 2.3% 30.2% 67.4% 
 
 
The survey results presented above show that the HR department is highly regarded in 
terms of helping the organisation to accomplish business goals, improving operating 
efficiency, taking care of employees‟ personal needs and adapting to change, since the 
majority of respondents ranked the HR department highly in each area. The results also 
show that the HR department is doing extremely well in helping the organisation adapt 
to change (67.4% ranked it high) and also helping employees taking care of their 
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Figure 4.2: Areas HR helps the organisation 
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personal needs (60.5 % ranked high). Despite the positive perceptions of the HR 
department, the department was given a lower rating in terms of helping the 
organisation accomplish its business goals (41.9%) as compared to the other areas. 
Table 4.5 and figure 4.3 below presents the results obtained from the survey questions 
which sought to identify the extent to which the HR department participates in defining 
business strategy, deliver HR processes, improve employee commitment and shape 
culture change for renewal and transformation. 
Table 4.5: Survey results showing HR participation in the organisation processes 
 
HR participates in… 
Low  
(1&2) 
Moderate  
(3) 
High  
(4&7) 
the process of defining business strategies 11.6% 39.5% 48.8% 
delivering HR process 4.7% 20.9% 74.4% 
improving employee commitment 9.3% 34.9% 55.8% 
shaping culture change for renewal and 
transformation 
4.7% 27.9% 67.4% 
 
 
The results above indicate that the majority of respondents viewed the HR department 
as participating exceedingly on all the processes identified in the above statement. The 
results also show that the HR department participated more in delivering HR processes 
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(74.4%) than in any other process and that the HR department participated the least in 
defining business strategies in the organisation (48.8%). 
Table 4.6 and figure 4.4 below presents the survey results from the survey questions 
which sought to identify how HR strategies were aligned with business strategy, 
whether HR processes were efficiently administered, whether HR policies and 
programmes responded to the personal needs of the employees, and whether HR 
processes and programmes increased the organisation‟s ability to change. 
Table 4.6: Survey results on aims and efficiency of HR strategies and process  
 
HR makes sure that… 
Low 
(1&2) 
Moderate 
(3) 
High 
(4&5) 
HR strategies are aligned with business strategy 4.7% 34.9% 60.5% 
HR processes are efficiently administered 9.3% 23.3% 67.4% 
HR policies and programmes respond to the personal 
needs of employees 
11.6% 30.2% 58.1% 
HR processes and programmes increase the 
organization‟s ability to change 
14% 32.6% 53.5% 
 
 
The results presented above (Table 4.6& Figure 4.4) show that the majority of 
respondents positively perceived the HR department as making sure that HR strategies 
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were aligned with business strategy, HR process were efficiently administered, HR 
policies and programmes responded to the personal needs of employees, and HR 
processes and programmes increased the organisation‟s ability to change.  
Table 4.7 and figure 4.5 below presents the survey results of the questions which 
sought to determine how the effectiveness of the HR departments.  
Table 4.7: Survey results on the measurement of HR effectiveness 
 
HR effectiveness is measured by its ability to… 
Low  
(1&2) 
Moderate  
(3) 
High  
(4&5) 
help make strategy happen 11.6% 39.5% 48.8% 
efficiently deliver HR processes 2.3% 27.9% 69.8% 
help employees meet personal needs 16.3% 23.3% 60.5% 
help and organization anticipate and adapt to future 
issues 
2.3% 39.5% 58.1% 
 
 
The results presented above indicate that the majority of respondents agreed that the 
HR department‟s effectiveness was measured by its ability to: help make strategy 
happen, efficiently deliver HR processes, help employees meet personal needs, and 
help organisations anticipate and adapt to future issues. The results above (Table 
4.7&Figure 4.5) also show that the effectiveness of the HR department was largely 
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determined by its ability to efficiently deliver HR processes (69.8%) more than anything 
else. The lowest measure of HR effectiveness was its ability to make strategy happen 
(48.8%).  
Table 4.8 and figure 4.6 below show the survey results on the statement which sought 
to determine how the HR department was seen in the organisation.  
Table 4.8: Survey results showing how HR is seen in the organisation 
 
HR is seen as… 
Low  
(1&2) 
Moderate  
(3) 
High  
(4&5) 
a business partner 16.3% 23.3% 60.5% 
an administrative expert 18.6% 27.9% 53.5% 
a champion for employees 14% 37.2% 48.8% 
a change agent 14% 44.2% 41.9% 
 
 
The results presented above (Table 4.8&Figure 4.6) indicate that the majority of the 
respondents identified that the HR department was highly regarded as a business 
partner (60.5%), an administrative expert (53.3%) and a champion for employees 
(48.8%). However, the majority of respondents revealed that the HR department was 
moderately perceived as a change agent (44.2%).   
Q17 Q18 Q19 Q20
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Figure 4.6: How HR is seen in organisations 
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Table 4.9 and figure 4.7 below presents the survey results obtained from the survey 
statements which sought to determine how much time HR departments spent on 
strategic issues, operational issues, listening and responding to employees, and 
supporting new behaviours in order to keep the firm competitive. 
Table 4.9: Survey results on the time HR spends in organisational processes 
 
HR spends time on… 
Low  
(1&2) 
Moderate  
(3) 
High  
(4&5) 
strategic issues 14% 41.9% 44.2% 
operational issues 18.6% 34.9% 46.5% 
listening and responding to employees 9.3% 30.2% 60.5% 
supporting new behaviors for keeping the firm 
competitive 
9.3% 37.2% 53.5% 
 
 
The results presented above (Table 4.9&Figure 4.7) indicate that, the majority of 
respondents perceived that the HR department spends a high amount of time on: 
strategic issues (44.2%), operational issues (46.5%), listening and responding to 
employees (60.5%) and supporting new behaviours in order to keep the firm competitive 
(53.5%). The results also show that the HR department spends more time listening and 
responding to employees (60.5%) than any other activities, and the department also 
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Figure 4.7: The time HR department spends in 
organisational processes 
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spends the least amount of time on strategic issues (44.2%) than any other activities 
identified above. 
Table 4.10 and figure 4.8 below, present the survey results on the statements which 
sought to determine the level of the HR department‟s participation in business planning, 
designing and delivering HR processes, listening and responding to employees, and 
organisational renewal, change or transformation. 
Table 4.10: Survey results on HR’s participation in organisational process 
 
HR is an active participant in… 
Low  
(1&2) 
Moderate 
(3) 
High 
(4&5) 
business planning 9.3% 37.2% 53.5% 
designing and delivering HR processes 4.7% 27.9% 67.4% 
listening and responding to employees 9.3% 30.2% 60.5% 
organizational renewal, change, or transformation 2.3% 37.2% 60.5% 
 
 
The results presented above (Table 4.10&Figure 4.8) indicate that the majority of 
respondents regarded the HR department as participating highly and actively in 
business planning (53.5%), designing and delivering HR processes (67.4%), listening 
and responding to employees (60.5%), and organisational renewal, change or 
transformation (60.5%). The results also show that the HR department participated 
more in designing and delivering HR processes (67.4%) than any other identified 
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Figure 4.8: HR's participation in organisational process  
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process, and the results also revealed that HR‟s participation in the organisation was 
more in business planning (53.5%) than any other process identified. 
Table 4.11 and figure 4.9 below presents survey results obtained from the respondents 
on the survey statements which sought to identify the extent to which the HR 
department works to align HR strategies and business strategy, monitor administrative 
processes, offers assistance to help employees meet family and personal needs, and 
reshape behaviour for organisational change. 
Table 4.11: Survey results showing how HR works to achieve in the organisation 
 
HR works to… 
Low  
(1&2) 
Moderate 
(3) 
High 
(4&5) 
align HR strategies and business strategy 0% 51.2% 48.8% 
monitor administrative processes 11.6% 30.2% 58.1% 
offer assistance to help employees meet family and 
personal needs 
14% 46.5% 39.5% 
reshape behavior for organizational change 7% 51.2% 41.9% 
 
 
The results above (Table 4.11&Figure 4.9) indicate that the majority of respondents 
identified that the HR department works moderately to align HR strategies and business 
strategy (51.2%), offer assistance to help employees meet family and personal needs 
(46.5%), and reshape behaviour for organisational change (51.2%). However the results 
above also show that HR works highly (58.1%) to monitor administrative processes than 
any other identified operations or processes in the organisation. 
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Figure 4.9: HR's contibution to business strategy, administrative 
process, employee personal needs and change 
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Table 4.12 and figure 4.10 below present survey results obtained from the respondents 
on the survey statements which sought to identify the aims and objectives of the HR 
department‟s processes and programmes. 
Table 4.12: Survey results on the aims and objectives of HR processes and 
programmes 
 
HR develops processes and programmes to… 
Low 
(1&2) 
Moderate 
(3) 
High 
(4&5) 
link HR strategies to accomplish business strategy 7% 37.2% 55.8% 
efficiently process documents and transactions 11.6% 27.9% 60.5% 
take care of employee personal needs 16.7% 41.9% 41.9% 
help the organisation transform itself 4.7% 30.2% 65.1% 
 
 
The results presented above (Table 4.12&Figure 4.10) indicate that the majority of 
respondents identified that the HR department highly develops processes and 
programmes to; link HR strategies to accomplish business strategy (55.8%), efficiently 
processes documents and transactions (60.5%), and helps the organisation transform 
itself (65.1%). The results also show that a similar number of respondents identified that 
the HR departments moderately develops process and programmes to take care of 
employee personal needs (41.9%) which is similar to the number of respondents 
(41.9%) who identified that the HR department do highly on the same aspect. 
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Figure 4.10: Aims of HR process and programmes 
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Table 4.13 and figure 4.11 below show the survey results, which were obtained from 
the survey statements which sought to identify the source of the HR department‟s 
credibility in organisations. 
Table 4.13: Survey results on the sources of HR’s source of credibility 
 
HR‟s credibility comes from… 
Low  
(1&2) 
Moderate 
(3) 
High  
(4&5) 
helping fulfill strategic goals 9.3% 34.9% 55.8% 
increasing productivity 14% 34.9% 51.2% 
helping employees meet their personal needs 16.3% 41.9% 41.9% 
making change happen 7% 39.5% 53.5% 
 
 
The results presented above (Table 4.13&Figure 4.11) indicate that the majority of 
respondents revealed that the HR department‟s credibility was obtained by helping the 
organisation fulfill strategic goals (55.8%), increasing productivity (51.2%), and making 
change happen (53.5%). The results also show that moderate (41.9%) to high (41.9%) 
credibility for HR departments came from helping employees meet their personal needs. 
The results also revealed that a high number (16.3%) identified that helping employees 
meet their personal needs was the lowest source of HR‟s credibility.  
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Figure 4.11: HR's source of credibility 
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Table 4.14 and Figure 4.12 below present survey results from the statement which 
sought to identify the extent to which the HR department add value to the mission and 
objectives of the organisation, establish salary/wages objectives and rewards policy, 
contribute to the empowerment of employees through skills development, contribute to 
leadership development, and contribute to the attraction and retention of competent 
employees.  
Table 4.14: Survey results showing the extent of HR contribution in the 
organisation 
 
To what extent is HR… 
Low  
(1&2) 
Moderate 
(3) 
High 
(4&5) 
adding value to the mission and objectives of the 
organisation 
11.6% 32.6% 55.8% 
establish salary/wage objectives and reward policy 9.3% 25.6% 65.1% 
contribute to the empowerment of employees through 
skill development 
4.7% 23.3% 72.1% 
contribute to leadership development 2.3% 20.9% 76.7% 
contribute to attracting and retaining competent 
employees 
11.6% 32.6% 55.8% 
 
 
The results above show that the majority of respondents identified that the HR 
department contributed highly to the mission and objectives of the organisation (55.8%), 
established salary/wages objectives and rewarded policy (65.1%), contributed to the 
empowerment of employees through skills development (72.1), contributed to 
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Figure 4.12: HR's contribution in the organisation 
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leadership development (76.7%), and contributed to the attraction and retention of 
competent employees (55.8%). The results also show that the HR department 
contributed more towards leadership development than to any other activity. The 
department‟s lowest contribution was identified to be in the attraction and retaining of 
talents and adding value to the mission and objectives of the organisation.  
Table 4.15: HR strategic business partnership roles 
Strategic Partner 
Administrative 
Expert 
Employee 
Champion 
Change Agent 
Question 
Mean 
Score 
Question 
Mean 
Score 
Question 
Mean 
Score 
Question 
Mean 
Score 
1 3.42 2 3.49 3 3.84 4 3.91 
5 3.53 6 4 7 3.6 8 3.95 
9 3.79 10 3.81 11 3.58 12 3.6 
13 3.47 14 3.95 15 3.6 16 3.74 
17 3.56 18 3.56 19 3.49 20 3.4 
21 3.42 22 3.42 23 3.74 24 3.6 
25 3.58 26 4 27 3.67 28 3.81 
29 3.72 30 3.58 31 3.3 32 3.53 
33 3.67 34 3.6 35 3.28 36 3.86 
37 3.6 38 3.49 39 3.28 40 3.7 
Total 35.76   36.9   35.38   37.1 
 
Table 4.15 above shows the scores the HR department obtained in relation to the 
business partnership roles identified above. The results show that the organisation was 
perceived by respondents to be doing better as a change agent (highest score 37.1). 
However, the results also reveal that the HR department was least effective as an 
employee champion (least score 35.38). 
4.5 Concluding remarks 
This chapter presented results from the empirical study obtained through the use of a 
survey questionnaire and interviews. The results from the interviews presented findings 
on the following: the nature of the working relationship between HR departments and 
line management in the organisation, the benefits and problems of having the HR 
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department as a SBP, the challenges organisations or the HR department faced in 
transforming HR functions from a pure support function towards strategic business 
partnership functions, the organisational factors which promoted and necessitated the 
implementation and execution of HR departments as business partners, the major 
challenges HR departments faced in delivering business partnership roles, the most 
important roles the HR department should be devoting most of its time on and 
resources to help organisations deliver value to its stakeholders (customers, employees 
and shareholders), the key competencies that HR professionals needed for the effective 
execution of business partnership roles in the organisation, the critical factors used to 
measure or evaluate the contributions made by HR departments in the organisation, the 
influence of organisational culture towards the implementation and execution of the HR 
department as SBP, and the future challenges and opportunities the HR department 
might face and possible ways in which today‟s department can prepare for those future 
challenges and opportunities. 
This chapter also presented empirical results obtained from the role-assessment survey 
questionnaire adopted from Ulrich (1997, p. 49-51) which sought to determine the 
position of the organisation in terms of four principal roles (strategic partner, 
administrative expert, employee champion, and change agent) of the HR department as 
a strategic business partner in organisations.  
The next chapter will draw conclusions from the results presented in this chapter and 
make recommendations based on the results of the study presented in this chapter. 
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                                                                  CHAPTER 5: 
                                       CONCLUSIONS AND RECOMMENDATIONS 
5.1 Introduction 
The preceding chapter deliberated on how the collected empirical data was analysed to 
answer the research questions of this study. The aim of this chapter is to provide the 
conclusions and recommendations of this study.  In doing so, this chapter will review the 
results of this study against the findings, assertion and ideologies embedded in the 
literature which was reviewed for this study. This chapter will also focus on the main 
research findings of this study and their implications, before drawing to a conclusion and 
making recommendations for future research.  
5.2 A relook at the research objectives 
The study was intended to explore the existence of the HR department as a strategic 
partner in an organisation by seeking answers to the following: 
 The challenges and opportunities of having HR as a business partner in 
organisations.  
 The challenges the HR department faced to reinvent its structures and 
organisations in delivering business partnership behaviour. 
 The influence of organisational culture towards the implementation and execution 
of the HR function as a business partner. 
 The competencies HR professionals should have for the effective execution of 
business partnership roles in the organisation. 
 The important value adding role for the HR department in an organisation. 
5.3 Limitations of the study 
This study was conducted using a single case study (Eveready South Africa, Pty Ltd) to 
obtain insights, understanding and answers to the research problems pertaining to the 
HR departments as strategic business partners in organisations. As a result a much 
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broader view of the concept would have been captured if this study includedmore cases 
either in South Africa or abroad. 
5.4 Main points from the literature reviewed 
This part of the chapter seeks to give highlights of the main issues which emerged from 
the literature review (see chapter 2) of this study.  
According to Keith (2005) HR is the business function with the utmost potential, the 
crucial driver of organisational performance and success. Nevertheless, Keith (2007) 
argued further that the HR function is also the one that most consistently under-
deliverers. The strategic business partnership approach to the management of human 
capital was revealed as a value adding approach towards the achievement of business 
results, by various researches and scholars (Lawler III & Morhaman, 2003; Keith, 2007; 
Ulrich, 1997; Becker, Huselid & Ulrich, 2001; Ulrich & Brockbank, 2005). In his article 
„Why we hate HR‟ Keith (2005) attacked HR professionals and departments vehemently 
for their failures; mainly in delivering the business partnership model which he believed 
was narcissist. Lawller III & Morhman (2003) also conducted a study which revealed 
that not much progress had been made in the transformation of HR departments from 
pure support functions towards strategic business partnership functions in 
organisations. 
There were wide ranges of challenges which HR professionals and departments faced 
in organisations and these challenges can be viewed at two levels. The first level of 
challenges were business challenges which organisations faced as a whole and these 
include global competition, heightened customer expectations, technological 
developments, and environmental and social responsibility challenges for organisations 
(Turner, 2001; Ulrich, 1997). The second level of HR challenges were those challenges 
which faced the department in delivering HR functions or those challenges which 
impeded on HR departments from effectively and efficiently delivering value to the 
organisation and these included attracting and retaining critical talent, employee 
motivation, lack of business knowledge, poor working relationships between line 
managers and HR professionals, the management of the new workforce, managing 
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change, managing a diverse workforce, and capability development (Turner, 2001; 
Burges, 2008; Tulgan, 2009; Kozani, 2002; Ulrich, 1997; Veder, 2008; Hubbard, 2003).  
Dyer and Holder (1988) argued that the strategic role of HR had four facets and these 
were: firstly, HR executives should be fully part of the strategic business planning at 
equal footing with other executives in the organisation such as the Chief Financial 
Officers; secondly, HR executives should work with line counterparts when they prepare 
their HR strategies; thirdly, HR executives should work together with line managers 
continuously making sure that all the parts of the business strategies were being 
executed, and fourthly, the HR department itself should be managed strategically 
(Armstrong, 2011; Ulrich, 1997). Ulrich (1997) identified four principal roles of HR 
business partners and these were being a change agent, employee champion, strategic 
partner and administrative expert.  
According to Younger et al. (2012) there were six domains which defined the skills and 
knowledge HR professionals and departments should possess if they are to deliver 
strategic roles within organisations. These domains were the strategic positioner, 
credible activist, capability builder, change champion, human resource innovator and 
integrator, and technology proponent. According to the CLC (2008) HR professionals 
could achieve strategic roles in organisations if they had the necessary knowledge and 
skills to deal with operations management‟s human capital issues, execute the activities 
of a strategic partner efficiently and effectively, execute strategic partner emergency 
responder activities, and execute efficiently the role of the employee mediator. 
Therefore, the competencies needed for the effective execution of HR as a strategic 
business partner can be divided into three types of competencies namelybehavioural 
competencies, technical competencies and qualification or educational competencies 
(Armstrong, 2012). Younger et al. (2012) further argued that these competencies could  
be categorized under three subheadings: business, HR and consulting competencies.  
Using the definition of organisational culture from Pascale and Athos (1981) in Dwyer, 
Teal and Kemp (1998), which viewed culture “as how things are done here”, it can be 
noted that organisational culture has a profound influence on the HR department‟s 
ability to implement and strategise business partnership roles in organisations. 
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According to Ulrich (1997) there are three positions the HR department or functions 
occupy in relation to business strategic planning in an organisation.  These can either 
be an afterthought, integrated or isolated. These roles and positions which the HR 
department occupy could be defined by the culture of the organisation.  According to 
Josser and, Toe and Clegg (2006), strategic HR cannot succeed in bureaucratic, 
hierarchy and control cultures, because strategic business partnership roles could only 
be effectively implemented within cultures which promoted innovation, and collaboration 
between departments and employees at all levels in the organisation. Looking at the 
types of culture identified in Handy‟s four types of organisations, it could be identified 
that it would be easier for the HR strategic business partnership to be implemented in a 
task culture which allowed groups to be innovative, to achieve the organisational goals 
or complete their tasks (Naoum, 2001; Handy (1993) in Palmer & Hardy, 2000). 
5.5 Summary of the findings of the study 
The study aimed to address the question: 
What are the challenges and opportunities the HR department has as a SBP in 
organisations? 
This study was motivated by the fact that, since the promulgation of the strategic 
business partnership approach to the management of HR, not much progress has been 
made in its implementation (Lawler, 2003). Authors such as Keith (2007) posited that 
HR professionals could never be SBPs because they lacked the knowledge and 
competencies, and he viewed the concept itself as being conceited and plain 
narcissism. However, many scholars revealed that HR departments added more value 
as strategic business partners in organisations (Ulrich, 1997; Lawler III & Mohrman, 
2003; Ulrich & Brockbank, 2005). 
In an attempt to address the research problem, sub-problems were derived and the 
summaries of results on each sub-problem were discussed as briefly shown below: 
This study commenced by seeking to uncover the nature of working relationships which 
existed between HR departments/professionals and line management or staff. Power 
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and Garavan (2008) revealed that the most dominant challenge which line managers 
and HR professionals often faced was: line managers, in most cases, have conflicting 
views about the policies and strategies which HR specialists wanted them to implement. 
According to Keith (2007) HR departments were populated with people who cannot 
work with line managers because they were neither strategic nor partners because they 
did not possess the abilities and competencies to do so.  
This study revealed that the relationship between line leaders and the HR department 
could be very good at a personal level between individuals. However, the working 
relationships were usually not good between HR professionals and line leaders. The 
biggest challenge identified in this study was the role conflict between line managers 
and HR professionals, with line leaders convinced that HR should also work like 
engineers who would design a component and deliver it to production together with 
specifications on how to service the components and how to use it properly. The same 
was expected from HR as they delivered employees to line leaders. HR departments 
were also expected to provide the line managers with all the specifications and all the 
help they needed to maintain the employees but nonetheless, HR was seen as just 
dropping employees at production lines and abandoning them without even giving line 
leaders assistance on how to handle and manage the asset as engineers would do.  
Sub-problem 1: What is the influence of organisational culture towards the 
implementation and execution of the Human Resource function as a Business Partner? 
Thomas (2005) revealed the existence of many types of organisational cultures 
impacting and directing how leaders and employees engaged in the process of doing 
work in the organisation. According to Ulrich (1997) there were three positions that HR 
occupied in relation to the strategic business planning in an organisation and these 
could either be as an afterthought, integrated or isolated.  
This study uncovered that organisational culture had a huge impact towards the 
implementation and execution of HR departments as strategic business partners. It was 
identified in this study that organisations needed to have the right culture which 
promoted the execution of HR departments as strategic business partners in 
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organisations. The cultures which promoted the implementation and execution of HR 
departments as strategic business partners were as follows: learning culture, teamwork 
culture, innovative culture, collaboration culture, a culture which embraced change, and 
a culture which regarded employees as a source of competitiveness.  
Sub-problem 2: What are the challenges HR departments face to reinvent its 
structures and organisations in delivering business partnership behaviour? 
The major challenges HR departments faced in transforming or reinventing its 
structures to deliver business partnership roles identified in the literature review (see 
2.4.4) included the lack of business knowledge on the part of HR professionals, building 
trust between line management and HR professionals, as well as the senior 
management view of HR as a credible partner (Keith, 1997; Ulrich, 1997; Lawler III & 
Mohrman, 2003; Wright, 2008). 
This study uncovered the two categories of challenges which HR departments faced as 
they work towards the reinvention of its structures and organisations in order to deliver 
strategic business partnership roles. The first category of challenges was external and 
the second category was internal to the HR department. The major salient challenges 
external to the HR departments which impeded on the implementation and execution of 
HR departments as strategic business partners were as follows: getting buy-in and 
acceptance from other functional leaders as an equal partner in driving business 
strategy, and the senior or top management acceptance of HR as a credible strategic 
business partner in organisations. The challenges internal to the HR department which 
impeded on the implementation and execution of HR as a strategic business partner 
were namely the lack of business knowledge, and knowledge of other functional areas 
such as manufacturing, sales and finance on the part of HR professionals, and the lack 
of the necessary competencies in HR which was needed for the successful execution of 
strategic business partnership roles. 
Sub problem 3: What are the benefits and problems of having HR as business partners 
in organisations?  
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Research by Lawler and Mohrman (2003) revealed that HR departments could actually 
add more value to their organisations as strategic partners rather than as a support 
service to line management.  
This study discovered that having HR departments as strategic business partners was 
beneficial to the organisation because it would enhance the utilisation of the 
organisation‟s human capital towards the achievement of business objectives. It could 
also promote capability development while bringing the employee agenda to the 
strategic table, and above all it would increase business knowledge, knowledge sharing, 
and enhance communication between HR and other functional areas. 
This study could not find many disadvantages of having HR departments as a strategic 
business partner, however the problem which was identified with the strategic business 
partnership approach to HR was that the implementation and success of HR 
departments as strategic business partners were dependent on other parties, especially 
line management cooperation and top senior management‟s acceptance of the HR 
department as a credible strategic player in the organisation. 
Sub problem 4: What are the key competencies HR professionals would need for 
effective execution of strategic business partner roles in organisations? 
According to Younger, Ulrich, Brockbank and Ulrich (2012), the competencies needed 
for HR to deliver business results can be categorized under three subheadings. These 
are business competencies, HR and Consulting. Under business competencies, a HR 
professional was expected to have vast knowledge about the organisation‟s business, 
its customer expectations, commercial awareness, and should be able to align business 
strategy with organisational operations (Younger et al., 2012). HR competencies that 
was required from HR professionals included the ability to manage labour relations 
effectively in order to maintain good working environments; have knowledge of 
employment laws; have HR expertise in HR functions; the ability to develop HR metrics 
and manage change, (Younger et al., 2012). The last category of competencies 
identified by Younger et al. (2012) was that of consulting capabilities which require an 
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individual HR professional to be a trusted advisor, a facilitator and coach, a broker, able 
to influence decisions, be a good leader and project deliverer. 
This study identified business knowledge and acumen as one of the key attributes 
which HR should have in order to become an effective business partner in the 
organisation. The other competency critical to becoming a strategic business partner 
identified in the study was the ability to develop and identify future competencies for the 
organisation. The ability to manage change also emerged from this study as a critical 
competency that HR professionals should possess to be effective in helping 
organisations as strategic business partners. Communication skills were very important 
for HR professionals in order to be effective in delivering their roles within the 
organisation. Lastly, understanding the psychology of employee behaviour was 
important for HR professionals, because employees are unique and they have emotions 
which affected their performance at work.  
Sub problem 5: What are the critical value adding roles for HR strategic business 
partners in organisations? 
HR departments and professionals would have new and different roles as strategic 
business partners which would be added to their administrative functions (Inyang, 
2010). According to Ulrich (1997), HR departments functioning as strategic business 
partners in organisations would focus on roles that aligned HR practices and policies 
with the business objectives of an organisation to achieve better business. The roles 
identified in the literature review (see Section 2.5) for HR business partners include 
strategic partner roles, administrative expert roles, employee champion roles, change 
agent roles, emergency responder and employee mediator roles, operations 
management activity roles and internal consultant roles (CLC, 2008; Ulrich, 1997; 
Wright, 2008, Inyang, 2010). 
This study identified the following critical value adding roles for HR departments: 
leadership development, attracting and retaining talent, career development and 
pathways, organisational capability development, managing change, creating a good 
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healthy working environment through effective employee relations management, and 
above all HR should deliver its administrative roles efficiently, such as payroll.  
Sub problem 6: What are the future challenges and opportunities HR departments may 
face and how can today‟s HR department prepare for those future challenges and 
opportunities? 
Keith (2005) posited that the HR department is the business function with the utmost 
potential, the crucial driver of organisational performance and success. Nevertheless, 
the HR function is also the one that most consistently under-delivers. The biggest threat 
for HR identified in the literature is the risk of being outsourced if it does not deliver its 
functions in a more effective and cost efficient manner (Keth, 1997; Ulrich, 1997; 
Armstrong, 2012 Greer, Youngblood & Gray, 1999; Rothwell, 2012) 
This study identified that HR departments are at a crossroad of relevance, with those 
HR departments, which solely focused on administrative support functions, having a 
bleak future in organisations, because their services could be outsourced, and those HR 
departments playing more strategic roles in organisations could become more relevant 
and key to organisational survival as employees are the major source of 
competitiveness in the global business environment. 
5.6 Recommendations 
Based on the empirical study and the literature review this research could offer the 
following recommendations in relation to HR departments as SBPs in organisations: 
 Organisations should ensure that the prevailing organisational culture is 
compatible with the roles of SBPs before attempting to implement or execute the 
HR department as a SBP in the organisation. The importance and impact of 
organisational culture require that organisations undergo culture change to 
establish a culture within which HR departments could thrive as SBPs and at the 
centre of that culture employees should exist as the major source of 
organisational competitiveness. If employees were not the source of the 
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organisation‟s competitiveness there would be no need for HR departments to be 
SBPs. 
 HR departments should have HR professionals working closely with line 
managers to ensure that: all HR issues could be identified quickly and resolved, 
employee‟s needs and well-being were well taken care of because organisations 
thrive when its employees were motivated and well equipped to do their jobs.  
This was the critical role HR should be playing in the organisation. 
 Despite the push for HR departments to focus more on strategic issues it is 
important for HR to not abandon their primary administrative roles, because 
these roles, when done efficiently and effectively, added huge amounts of value 
to the organisation. However, if HR departments failed to deliver their primary 
role efficiently and effectively the organisation‟s leaders would be highly likely not 
to allow HR to be represented at the strategic table because if the departments 
failed to execute administrative roles, how then would it be able to deliver 
strategic roles. 
 HR departments should have HR professionals dedicated to working with 
production leaders on the shop floor or production line, to ensure fast 
responsiveness to employee concerns, to avoid work interruptions or delays in 
resolving employee concerns which may lower their motivation or even lead to 
more destructive actions such as strikes. HR should walk the floor and HR 
should not be seated in the head office. If possible HR should have an office 
alongside line leaders‟ offices close to production employees. 
 Since well led employees thrive, the HR departments should also ensure that the 
organisation‟s leadership bench is good, by identifying and developing future 
leaders. 
 All the HR departments in organisations should measure their contribution in the 
organisation by looking at the impact the HR department has on business 
success and organisational profits.  
 HR professionals should work like engineers in delivering their HR function, they 
should ensure the human assets of the organisation was well serviced, was well 
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prepared, and properly developed to keep up with the business trends and 
customer demands.  
Recommendations for future research on the HR department as a strategic business 
partner in organisations identified in this study are as follows: 
 In order to understand the challenges of having HR as a SBP, it is 
recommended that attention also be paid to those organisations that decided 
to outsource their HR functions as it is necessary to understand the 
opportunities and challenges which resulted because of those strategic 
decisions. 
 Further research should be done to determine ways in which the HR 
department‟s contribution to the organisational profit should be measured or 
determined in organisations. 
 
5.7 Concluding remarks 
This study aimed to identify the challenges and opportunities HR departments had as 
strategic business partners in organisations. The literature review revealed the 
following: the functions of HR departments, challenges facing HR departments, the 
strategic business partnership model, roles and competencies of HR strategic business 
partners, and the impact of organisational culture on the implementation and execution 
of business partnership functions in organisations. The empirical study conducted 
uncovered important findings around the existence, implementation and execution of 
HR departments as strategic business partners in organisations. 
The empirical results of this study revealed that it is beneficial to have HR departments 
as a strategic business to get the best out of the organisation‟s human capital. However 
the implementation and execution of HR departments as strategic business partners 
was greatly challenged by various factors and the most salient of them included the lack 
of business knowledge on the part of HR professionals, the need to transform the mind-
set of line managers to view HR as a credible partner who could actually enhance 
organisational success, and above all the lack of strategic business partnership 
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competencies in the HR department. This study also revealed that organisational 
culture had huge impact on the implementation and the success of HR departments as 
strategic business partners in an organisation. On the one hand, the culture which 
promote HR departments as strategic business partners included high learning culture, 
innovative culture, collaboration culture, teamwork culture, and on the other hand the 
cultures which are bad for the implementation and execution of HR departments as 
strategic business partners were bureaucratic cultures, risk averse culture, and 
individualistic culture.  
This study also sought to identify the future opportunities and challenges for HR 
departments in the organisation. The empirical results of this study revealed that HR 
departments are at a cross-road of relevance in organisations. The HR departments 
which are adding value to the organisations would continue to be relevant, and those 
HR departments which were not adding value towards the goals of their organisations 
could be heading for closure and their HR functions will be outsourced to independent 
contractors. This study also revealed that HR departments can only continue to be 
relevant in organisations if they became strategic business partners helping 
organisations to achieve their objectives through effective management and utilisation 
of the organisation‟s human capital.  
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APPENDIX A: QUESTIONNAIRE COVER LETTER                                                                                     
  
 
 
Dear respondent 
I am a student studying towards a Master of Arts in Labour relations and human resource at the nelson 
Mandela metropolitan university. As a requirement of my program, I am conducting a study on HR 
departments as strategic business partners in organisations. This survey seeks to explore the different 
roles and activities the HR department is playing in your organisation. We are convinced that this study 
will lead to an awareness of the roles HR department is playing towards the attainment of the goals and 
objectives of the organisation. 
As part of the sample, your responses to the questions of this study are highly appreciated, and the 
research would like to assure you that your anonymity will be maintained and the responses to these 
questions will be treated with strict confidentiality. The information collected through this questionnaire will 
not be used against any employee in your organisation and this study is conducted for academic 
purposes and knowledge generation only.  
The researcher want to reveal to you that all answers are relevant and no answer is regarded as right or 
wrong, however it is the researcher‟s greatest wish that you give the best answer which reflects your 
opinion pertaining to the provided statements. 
Thank you for your time and cooperation. 
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APPENDIX B: Questionnaire: HR department as a strategic business partner 
Considering the HR department in your/this organisation, please rate the 
involvement and roles which the HR department, is playing by choosing a number 
from a range of  1 and 5 which represents your opinion where “1” is low and “5” 
is high, in relation to the following activities.  
 
 Human Resource department roles Current Quality 
(1=low; 5=high) 
HR helps the organization… 
1. accomplish business goals 
2. improve operating efficiency 
3. take care of employee’s personal needs 
4. adapt to change 
 
 
 
 
 
HR participates in… 
5. the process of defining business strategies 
6. delivering HR process 
7. improving employee commitment 
8. shaping culture change for renewal and transformation 
 
 
 
 
 
HR makes sure that… 
9. HR strategies are aligned with business strategy 
10. HR processes are efficiently administered 
11. HR policies and programs respond to the personal needs of employees 
12. HR processes and programs increase the organization’s ability to change 
 
 
 
 
 
HR effectiveness is measured by its ability to… 
13. help make strategy happen 
14. efficiently deliver HR processes 
15. help employees meet personal needs 
16. help and organization anticipate and adapt to future issues 
 
 
 
 
 
HR is seen as… 
17. a business partner 
18. an administrative expert 
19. a champion for employees 
20. a change agent 
 
 
 
 
 
HR spends time on… 
21. strategic issues 
22. operational issues 
23. listening and responding to employees 
24. supporting new behaviors for keeping the firm competitive 
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HR is an active participant in… 
25. business planning 
26. designing and delivering HR processes 
27. listening and responding to employees 
28. organizational renewal, change, or transformation 
 
 
 
 
 
HR works to… 
29. align HR strategies and business strategy 
30. monitor administrative processes 
31. offer assistant to help employees meet family and personal needs 
32. reshape behavior for organizational change 
 
 
 
 
 
HR develops processes and programs to… 
33. link HR strategies to accomplish business strategy 
34. efficiently process documents and transactions 
35. take care of employee personal needs 
36. help the organization transform itself 
 
 
 
 
 
HR’s credibility comes from… 
37. helping fulfill strategic goals 
38. increasing productivity 
39. helping employees meet their personal needs 
40. making change happen 
 
 
 
 
 
To what extent is the HR… 
41. adding value to the mission and objectives of the organisation 
42. establish salary/wage objectives and reward policy 
43. contribute to the empowerment of employees through skill development 
44. contribute to leadership development 
45. contribute to attracting and retaining competent employees 
 
 
 
 
 
 
 
 
Thank you for your contribution towards this study 
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APPENDIX C: INTERVIEW GUIDE 
Interview Guide                                            
 
Position………………………………………................................................ 
Experience in your current position (in years) ……………………………….. 
Department (if applicable)………………………………………………………. 
Period of employment with the organisation (in years)………………………. 
Date: ………………………………………………Time: ………………………. 
 
Salutation 
I am a student studying towards Master of Labour Relations and Human Resources at Nelson 
Mandela Metropolitan University. I would like to thank you for the opportunity you have afforded 
me to conduct an interview with you about HR departments as strategic business partners in 
organisations. For the purpose of this research HR dept is a strategic business partner if it 
takes part in strategic decision making in the organization and also if the department works 
closely with line leaders to deliver results for the organization.  
The information gathered in this interview will be treated with confidentiality and anonymity of 
respondents will be maintained. I would like to ask for your permission to record this interview 
so that I will not miss any point when I will be compiling my report. If you have any questions on 
what I have said and the interview you are free to ask before we commence our interview. 
 
Interviewer: ………………………………………… 
 
 
Archford Sakonda (211081043) 
 
Supervisor Prof David Berry 
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Interview Questions  
1. Can you please tell me your position and how long have you been here at 
Eveready? 
 
2. What is the nature of working relationship between HR departments and line 
management in this organisation? 
 
3. In your capacity and experience in this organisation and other organisations you 
may have worked; what are the benefits and problems of having HR departments 
as strategic business partners? 
 
4. In your own opinion what do you think are the challenges organisations or HR 
departments face in transforming HR functions from a pure support function 
towards strategic business partnership functions? 
 
5. In your experience and capacity in this organisation which organisational factors 
promote and necessitate the implementation and execution of HR departments 
as business partners? 
 
6. Please share with me the major challenges HR departments face in delivering 
business partnership roles? 
 
7. In your capacity and experience, what do you think are the most important roles 
the HR department should be devoting most of its time and resources in helping 
organisations deliver value to its stakeholders (customers, employees and 
shareholders)? 
 
8. What are the key competencies HR professionals needs for effective execution 
of business partnership roles in organisations? 
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9. What are the critical factors used in this organisation to measure or evaluate the 
contributions made by HR departments in this organisation? 
 
10. In your own opinion is there any other ways in which the HR department‟s 
contribution should be measured and evaluated, please explain your answer? 
 
11. In your capacity and experience in this organisation and any other organisations; 
what is the influence of organisational culture towards the implementation and 
execution of HR departments as strategic business partners? 
 
12. Looking at today‟s HR departments in organisations; what do you think are the 
future challenges and opportunities HR departments may face and how can 
today‟s departments prepare for those future challenges and opportunities? 
 
13. Do you have any other opinions and perceptions you need to share with me in 
relation to HR departments as strategic business partners in organisations? 
Thank you 
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APPENDIX D: PERMISSION TO USE THE ROLE ASSESSMENT SURVEY 
FW: Permission to Use your Questionnaire 
Sakonda, Archford (Mr) (s211081043) 
Sent:07 June 2012 05:57 PM 
To: Bowler, Jennifer (Mrs) (Summerstrand Campus South) 
________________________________________ 
From: Erin Burns [eburns@rbl.net] 
Sent: 07 June 2012 04:11 PM 
To: Sakonda, Archford (Mr) (s211081043) 
Cc: Dave Ulrich 
Subject: FW: Permission to Use your Questionnaire 
Archford Sakonda, 
I received your request to use the questionnaire on pp. 49-51 of HR Champions. There is no 
problem using 
the survey for your research as long as you cite the book as your source in your work. We 
would also be 
very interested to know the results when you complete your work. 
There are also several new books that take these concepts further you may be interested in. 
Please see: 
http://marketplace.rbl.net/collections/books/products/hr-transformation-building-human-
resources-fromthe- 
outside-in 
and 
http://www.amazon.com/HR-Outside-In-Competencies-Resources/dp/0071802665/ref=sr_1_sc_1? 
ie=UTF8&qid=1339078051&sr=8-1-spell 
Good luck with your research and please keep us posted on your findings, 
Erin 
Erin Wilson Burns 
The RBL Group 
www.rbl.net<http://www.rbl.net/> 
direct: 801.616.5439 
mobile: 801.822.8466 
From: Sakonda, Archford (Mr) (s211081043) [mailto:s211081043@live.nmmu.ac.za]<mailto: 
[mailto:s211081043@live.nmmu.ac.za]> 
Sent: Thursday, June 07, 2012 6:31 AM 
To: Ginger Bitter 
Subject: Permission to Use your Questionnaire 
I am a Masters degree student in LR & Human Resource at Nelson Mandela Metropolitan 
University, South 
Africa doing a research on "HR departments as strategic business partners in organisations 
(in South 
Africa) and I would to use the "human resource role assessment survey" questionnaire you 
published in 
your Book "Human resource champions, the next agenda for adding value and delivering 
results (1997)" and 
which is also available on 
www.sba.oakland.edu/faculty/york/HR%20Survey.doc<http://www.sba.oakland.edu/faculty/york/HR
%20Survey.doc>. 
Regards 
Archford Sakonda (student number 211081043) 
